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Abstract 
This study focuses on the study of the influence of upward organizational 
communication on job satisfaction among outreaching social workers in Hong Kong. 
As suggested by communication researches elsewhere, it is believed that the 
supervisor-subordinate communication has apparent influence on the outcome of 
organizations' operation. On the other hand, although the social work field in Hong Kong 
has put much emphasize on the tasks of administrators involving supervision that is closely 
related to communication, no previous study in the social welfare field focused on the 
impact of organization communication. 
I. The study tested three hypotheses: 
1) Higher satisfaction with upward communication increases the level of job 
satisfaction for subordinates. 
2) Higher satisfaction with organizational communication relationship increases the 
level of job satisfaction for subordinates. 
3) The timeliness of information sent to outreaching social workers increases the level 
of job satisfaction among these workers. 
n . The study found that: 
1) Upward Communication in sending information to and receiving information from 
immediate supervisor is found to have influence on some of the dimensions of job 
satisfaction, with the strongest association with work content, supervisor and coworkers. 
2) Among the four dimensions in upward communication tested, the organizational 
communication relationship was shown to cast the strongest influence on job satisfaction. 
\ 
3) The timeliness of information sent to outreaching social workers is found to be 
correlated to the level of job satisfaction among these workers. However, the timeliness of 
information is not found to influence the level of job satisfaction. 
m . Conclusion from the Hndings 
The finding from this study suggests the development of an open, supportive, 
participative and affiliating communication pattern within the teams in order to enhance 
higher level of job satisfaction. 
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CHAPTER I 
Tntroduction 
As societal changes occur more rapidly in Hong Kong during the past years, 
social welfare services have become highly structured and well organized. In Hong 
Kong, a majority of the resources for social welfare comes from public funding. 
The question of whether such spending in the public sector is cost-effective has 
become an important agenda for many social work administrators in recent years. 
Some tasks of social work administration, such as organizing, leading, 
controlling and supervising, are considered by many administrators to be the focal 
point of social work. Many of these administrative tasks, especially in supervising, 
are closely related to the supervisor-subordinate communication within 
organizations. Relationships among the staff within organizations also influence the 
effective operation of these organizations. 
Within the scope of organizational communication, supervisor-subordinate 
communication has become a popular area of research. In many studies that focus 
on communication activities within organizations, upward communication is an area 
of common concern. As part of organizational communication, vertical 
communication involves the communication of messages either from higher levels in 
the hierarchy to lower levels, or from lower to upper levels. Basically, upward 
communication is the part within vertical communication that focuses on the 
communication of messages from lower to upper level. In many cases, upward 
communication is linked to other organizational factors, such as the outcome of 
work or job satisfaction. 
On the other hand, although the social work field emphasized the tasks of 
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administrators involving supervision—which is closely related to communication—no 
previous study in the social welfare field has analyzed the impact of organizational 
communication on organizational outcomes such as the turnover of staff or outcome 
of work. It would contribute to the social work profession if the relationship 
between some aspects of organizational communication, such as upward 
communication or the job satisfaction among organizational members, could be 
identified. This way, a better understanding of the keys to effective management of 
these organizations, might be reached. 
Consequently, the present study aims at identifying the relations between 
organizational factors, such as upward communication, organizational 
communication relationship and timeliness of information sent to subordinates, with 
the satisfaction level about different areas in job, hoping to gain insights for 
enhancing the management of social welfare. 
Outreaching Social Work Service is selected as the topic for analysis because 
of its uniqueness in demanding timely information flow and effective coordination 
among colleagues. This is because outreaching social workers have to provide 
counseling and guidance for youths at risk in the settings these people frequent, such 
as street corners, parks, or billiard halls. Consequently, there are many 
unanticipated factors influencing the effectiveness of service by these workers. For 
them, timely information, good relationship with colleagues and effective 
information exchange with their immediate supervisors is considered crucial for 
achieving effective and satisfactory work results. 
Upward communication is considered in this study as one of the most 
important characteristics of supervisor-subordinate communication. Focusing on the 
perceptive scope of upward communication, this study sub-divides upward 
communication into two areas, namely satisfaction with receiving information from 
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immediate supervisor, and satisfaction with sending information to immediate 
supervisor. To obtain more in-depth understanding about different areas of 
organizational communication, two other dimensions, the organizational 
communicational relationship within the teams and the timeliness of information 
sent to the subordinates, are also analyzed. 
In sum, this study is an exploratory effort to analyze the phenomena of 
organizational communication within Outreaching Social Work teams in Hong 
Kong. It focuses on the areas of sending information to and receiving information 
from the immediate supervisor, the timeliness of information sent to social workers, 
and the organizational communication relationship within such teams to 
subsequently study the influence of these communication factors on overall job 
satisfaction. 
While the level of job satisfaction is considered in this study to be influenced 
by upward communication, organizational communication relationship and 
timeliness of information, overall job satisfaction is broken down into five different 
dimensions, namely satisfaction with pay, work content, promotion opportunity, 
supervisor and coworkers. Each of these dimensions is measured and analyzed and 
their association with upward communication, organizational communication 




Rationale for this study 
During the past two decades, social welfare services have gradually 
developed to share a substantial part of public spending. Such a development leads 
to a higher concern over the accountability of public funding and the quality of 
social services delivered. The issue of efficient and effective management thus 
became an agenda of top priority for many social work administrators. 
Patti (1977) categorized the tasks of social work supervisors as "planning", 
"organizing", "leading", ”directing”，"controlling", "coordinating", "staffing"， 
"supervising", "evaluating" and "budgeting". As measured by the amount of time 
spent and the perceived significance among these managerial activities, the task of 
supervising has received the most attention. Ho (1993) reported local literature in 
Hong Kong focusing on the technical aspects of supervision in mapping out 
appropriate and effective social work supervision methods or approaches in specific 
kinds of social welfare services, namely Family Casework Service, Outreaching 
Social Work Service and Children and Youth Centre Service. Although emphasis 
was put by these studies on how to improve professional supervision techniques so 
as to enhance service quality, none of them focused on the impact of organizational 
communication. 
Following some of the findings in the field of communication (for example, 
Dansereau and Markham, 1987; Fulk and Mani, 1986)，supervisor-subordinate 
communication seems to influence job satisfaction. These findings suggest that 
upward communication between supervisor and subordinates might also influence 
the job satisfaction among subordinates because upward communication is part of 
the scope of supervisor-subordinate communication. Since there is no previous study 
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in social work focusing on upward communication, this study is an attempt to gain 
more understanding in this area, specifically in the social welfare field. 
As one of the services among the personal guidance of youth services in 
Hong Kong, Outreaching Social Work Service is designed for filling in the gap not 
catered for by conventional social systems, such as school, family, and centers for 
children and youth. That is to say, Outreaching Social Work is directed toward 
service for young people detached from traditional social systems such as family, 
school and work settings. As described in the Operational Manual for social 
workers issued by the Coordinating Committee on Outreaching Social Work of the 
Hong Kong Council of Social Service (1988:2): 
Outreaching Social Work is a systematic helping 
process whereby professional social workers are to 
reach out to and establish contact with young people in 
the places which they are known to frequent, notably 
playgrounds, parks, fast-food restaurants, housing 
blocks, etc. Once contact is established, it is possible 
to identify those young people who, for whatever 
reasons, be they personal, social, emotional, have 
developed social maladjustment and behaviour 
problems which may be socially undesirable, 
delinquent, or self-destructive. 
In other words, the aim of Outreaching Social Work is to enhance the social 
functioning of young people through remedial, preventive and/or developmental 
measures. Once initial contacts with the targeted youth have been made, the social 
workers try to identify those who are actually in need of their counseling or 
guidance service, either through group activities, planned contacts or casual 
contacts. Through such contacts and home visits, social workers seek to understand 
the problems of young people and their families in order to help them to come to 
terms with the problems he or she faces. When the social workers observe that 
community environments have adverse effects on the development of the young 
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population, they may also mobilize the citizens within the community either by 
organizing community education programmes or mass actions aimed at the 
betterment of the environment in which young people are growing up. 
Such an approach can be described as a sequence of activities from macro-
analysis of the community situation to casework intervention at the micro level. The 
sequence of therapeutic action involves initial field observation in the community, 
followed by identification of young people who are in need of guidance and 
counseling service. Accordingly, initial contacts with these identified youth are 
made, aimed at developing social relationships with them. Once a relationship has 
been established, the social worker helps the youth either through individual 
guidance or counseling, or in small group situations. Finally the worker ceases 
serving these individuals either because the latter have substantially improved or 
they are referred to other services. 
As the whole helping process involves professional social work judgment, 
extra demand is placed on outreaching social workers for making appropriate and 
prompt actions in order to provide timely help to service recipients. Unlike the 
social workers employed in other postings of the Hong Kong social service, such as 
Family Casework and Elderly Centre Services, outreaching social workers have to 
take a relatively active approach, while workers in other services might act 
relatively passively with their clients coming directly and actively to seek help. 
Outreaching social workers, then, need to develop extra intervention skills and 
collateral support from within their service teams in order to effectively handle the 
various job tasks required of them. 
In an unstructured environment such as street work, social workers require 
sufficient support from either their immediate supervisors or colleagues through 
effective communication in order to perform efficiently. Due to this unique 
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characteristic of Outreaching Social Work Service that demands effective intra-
organizational communication, the author believes that conscious monitoring of 
communication strategies in Outreaching Social Work teams may help to improve 
organizational factors such as job satisfaction or outcome of guidance and 
counseling for young people. 
The author has served in the field for over six years, both in the capacities of 
an outreaching social worker and as a team leader. Throughout these years, it has 
been observed that the systems, which facilitate or hinder the communication within 
the team, influence the workers' morale and their job satisfaction. These 
observations, which are supported by the findings of previous communication 
studies (for example, Pelz, 1952; Weirs, 1977; Jablin, 1982,1985; Fulk and Mani, 
1986) also support the impression that Outreaching Social Work teams with 
relatively effective communication pattern among the team members have a good 
morale and retain the serving social workers for longer periods. In other teams, in 
which social workers complained about inadequate support from immediate 
supervisors or supervisors who were withholding information or were not sending 
information at a timely manner, a high turnover rate was observed. 
Although these observations and research findings do not necessarily reflect 
the whole pattern of intra-communication within Outreaching Social Work teams, 
they do suggest a relationship between the internal communication pattern and job 
satisfaction. Thus, the internal communication pattern for Outreaching Social Work 
teams is believed to be closely related to the level of job satisfaction among team 
members, which probably affects the overall performance of such teams. 
Since there has been no empirical research undertaken to examine the 
upward organizational communication of social welfare agencies and its 
relationships with job satisfaction, this study serves as a first attempt to analyze 
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some related dimensions in organizational communication among Outreaching 
Social Work Service in Hong Kong. It is believed that testing the association 
between upward communication and job satisfaction will shed more light on 
desirable communication strategies within Outreaching Social Work teams, which, 




CHAPTER i n 
Literature Review 
3.1 Communicatioii and its process in organizations 
Many definitions were drawn up to describe communication processes in 
organization. Dance and Larson (1976) studied these definitions and found more 
than one hundred definitions for communication. This large number of different 
definitions probably is caused by the fact that communication is distinct from other 
forms of human behaviour and because the actor may not be aware of what he or 
she is communicating. To use a simple example, a man running after a bus that is 
leaving a bus stop may not say anything, but he displays his urge to get on the bus 
in order to reach his destination on time. Similarly, one's clothing, posture, and 
facial expression all make a meaningful display, no matter whether he or she intends 
them as messages. 
In other words, a "display" of human communication may not necessarily 
be an intended message, but is a sign from which an observer can derive meaning. 
Fisher (1993:4) states this principle of human communication when he notes that "a 
person cannot not communicate. “ The complexity of the characteristics of the 
communication process makes communication a concept for dynamic analysis-and 
using a fixed mechanistic viewpoint would be futile. 
Hence, depending on what dimension of communication is under study, the 
definition of communication among individuals in organizations may shift from the 
very interpersonal level between individual organizational members, to the macro-
analytical level of studying the relationship between organizations and their 
environment. 
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In order to describe how these different levels of communication work in 
organizations, Fisher (1993:6-17) illustrated five general models of communication, 
namely, the one-way model, the interaction model, the two-person relationship 
model, the communication-in context model and the strategic model. These modeb, 
as described by Fisher, are listed below: 
The One-Way Model 
The one-way model, probably the oldest model of communication, perceives 
communication as a one-way process flowing from a sender to a receiver. Based on 
Aristotle's Rhetoric, this model predicts persuasion to be successful when a sender 
uses the right techniques to present the right message to the right audience. 
This model describes mainly persuasive forms of communication. It 
perceives communication as a one-way process flowing from a sender to a receiver, 
and so it emphasizes the message and the way the sender delivers it. 
In other words, this model puts much attention on the sender's side in the 
communication process. It strongly emphasizes the sender's need to consider the 
characteristics of the audience, such as the age (or ages) and frame(s) of mind of its 
members (Fisher, 1993:7-8). 
While the one-way model is a simple but useful tool in diagnosing the 
communication flow from sender to receiver in many situations, it has the weakness 
of focusing on the sender's side. The model assumes a perfect situation of message 
transmission from the sender to the receiver, while the receiver's response to the 
message sent is completely ignored. 
In real life situation, the receiver usually plays a part in influencing the 
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effectiveness of an information flow through his/her feedback or reaction to the 
sender. Also, the information flow is usually not perfect due to some barriers such 
as a noisy environment between the sender and the receiver. The next model - the 
so-called interaction model, specifically addresses these problems. 
Figure 1: The One-Way Model 
S e n d e r ~ M e s s a g e & d e ^ r ^ J Receiver “ 
techniques 
The Interaction Model 
Based on the one-way model, the interaction model adds four concepts, 
namely channels and media, encoding and decoding, noise, and feedback. 
Channels are means that the senders use to convey message, which might 
include oral, written, nonverbal, and interpersonal links between individuals. 
Media are the tools or vehicles of communication, such as letters, telephones, 
facsimile machines, or television. 
Encoding is the process in which a sender converts ideas into symbols 
comprising the message sent. This involves the sender's prediction about the 
receiver's way of reacting to the message. 
Decoding, on the other hand, is the process whereby a receiver interprets the 
specific idea that the sender intended to convey. According to the interaction model, 
whether the process of communication is successful depends on the sender's 
accurate prediction of the receiver's response. 
- P a g e 11 -
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Noise is defined as any unanticipated perception of the receiver which is not 
originally intended by the sender. It may originate from an unintentional display of 
messages from the sender, or a failure to accurately predict the response of the 
receiver. Noise may be physical barriers such as the roar of machinery, or some 
psychological impact such as a recent episode of divorce leading to emotional 
disturbances of the receiver. 
The concept of feedback is one major difference between the interaction 
model and the one-way model. Feedback suggests a return loop in communication 
by which the sender obtains reactions from the receiver. Obtaining feedback leads to 
the possibility of improving the quality of the communication process (Fisher, 1993: 
8-11). 
Figure 2: The Interaction Model 
-—Message ^ceiver 
Delivered through |(Decodes message)丨 ) 
a门nels and media) ^ ^ J 
-Feedback 乂 
The Two-Person Relationship Model 
Although the interaction model introduces the concept of feedback, it does 
not take into account that messages sent in a communication process do not occur 
sequentially. It also ignores the sender's and the receiver's perceptions of each 
other, of themselves and the communication context, as well as the wider social and 
organizational settings in which the communication is taking place. The two-person 
- P a g e 12 -
\ 
relationship model suggests that individuals not only observe each others' explicit 
behaviour, but also perceive each other. Thus, for a communication process 
between two individuals A and B, the model focuses on the following perceptions: 
How A perceives B and B’s behaviour. 
How B perceives A and A,s behaviour. 
How A and B each perceives themselves. 
Accordingly, the model emphasizes that people tend to act in ways that 
confirm their self-perceptions. It illustrates the strong influence of self-view, the 
perceptual point of view, and the concept of interdependence between the people 
communicating (Fisher, 1993:11-13). 
Figure 3: The Two-Person Relationship Model 
A's view of, ^ B,s view of, 
and behavior and behavior 
toward. B toward, A 
A's view of (way B's view of (way 
of thinking and of thinking and 
feeling about) A feeling about) B 
The Communication-in-Context Model 
This model reveals three additional factors, namely, group characteristics, 
organization structure and culture, and task characteristics, which all influence the 
process of communication. 
Group characteristics are forces that exist in the communicators' group or 
groups, for example, group norms leading to some expectation of the behaviours of 
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group members. 
Organizational structure and culture involve all the operating patterns 
developed by the management or evolved spontaneously with the organization, 
which may include the organization's design，supervisory practices，information 
systems, policies, rules, procedures, traditions, and values. 
Task characteristics are the nature of the work or problem involving 
communication within the organization, such as the marketing of a certain product 
or the personnel management of a department. 
In this model, communication is viewed not only as a process between 
individuals, but also as incorporating elements about encoding and decoding habits, 
points of view of the parties in communication, and behaviour in relationship to one 
another. It implies the communication process to have multiple rather than singular 
explanations, and to seek relationships between communication and the context in 
which it occurs (Fisher, 1993:13-15). 
Figure 4: The Communication-in-Context Model 
^ 一 Task 
characteristics 
Organization ^ “ 
structure 
and culture ^ \ 
^ ( ^ ^ Communication behavior \ 
I between individuals y 
Organizational 1 
context factors • Group characteristics 
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A Strategic Model: The Organization-Enviromneiit Transaction 
This model stresses the idea that the formation of an organization's strategy 
largely depends on the flow of information between the organization and its 
environment. Accordingly, the organization receives information from outside 
through an ongoing process. This influences communication among its members and 
a strategy emerges out of such a process. In other words, this model tries to explain 
how communication relates to the macro-level interaction between the organization 
and its environment at large (Fisher 1993:15-16). 
Figure 5: A Strategic Model: The Organization-Environment Transaction 
The environment 
( The organization ^ , ‘ ‘‘ •_ “， 
^ ^ Information available 
, , in the environment 
Infomnation received f r o r n ^ from outside parties 
the environment ^ 
i I 
^ ^ ^ Information transmitted by 
the organization 
^ Strategy formation 」 
From the above-mentioned models proposed by Fisher (1993), it can be 
summarized that the one-way model, the interaction model, and the two-person 
relationship model focus on the communication between individuals, the role of 
sender and receiver, the channels and media, the means of barriers for 
communication, the feedback system, and the perceptive aspect of the 
communication process. The communication-in-context model and the strategic 
model, on the other hand, shift the attention from the individual level of 
communication to the macro level of the organization as a whole in relation to the 
cultural context and the environment. 
- P a g e 15 -
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While all these models refer to different areas of research, the concept of the 
two-person relationship model is taken as the most important theoretical framework 
for understanding the communication relationship between supervisors and 
subordinates in this study. 
This is because the supervisory situation usually involves the interpersonal 
relationship between the supervisor and the subordinate at the individual level. Such 
a relationship relies heavily on how supervisors and subordinates view themselves 
and each other. For example, when a supervisor requires a subordinate to follow an 
instruction, different subordinates may respond very differently according to various 
personal factors such as personality, background of training, understanding of the 
instruction, work history, self-perceived competence, sense toward authority, or 
feelings about the supervisor's competence. These perceptions, in turn, influence 
the interpersonal communication between organizational members and affect the 
superior-subordinate communication. Therefore, this study pays special attention to 
the perceptual part of organizational communication and uses the two-person 
relationship model as the main theoretical reference. 
3.2 Organizational Communication 
Many authors of organizational communication studies (e.g., Fisher, 1978; 
Krone, Jablin and Putnam, 1987; Putnam and Poole, 1987) have written about 
alternative perspectives of organizational communication. Generally, they identify 
four perspectives to classify organizational communication, namely the mechanistic, 
the psychological, the interpretive-symbolic, and the systems-interactive 
perspective. In fact, these four perspectives represent most of the different studies in 
the field of organizational communication. They are listed below: 
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The Mechanistic Perspective 
This perspective (Putnam et al.，1987:18-40) simply views communication 
as a transmission process through which a message is sent through a channel from 
one person to another. It assumes that the source governs what the receiver 
receives. The mechanistic perspective basically assumes the structure of the one-way 
model as described above. However, it also focuses attention on issues such as the 
blocking or helping of message flow, the choice of channels，the amount of 
information, how it is presented, and to whom. Hence, this perspective also 
includes some features of the interaction model, which not only emphasizes the 
sender, but is also concerned about the way the receiver responds to the message. 
The Psychological Perspective 
The psychological perspective (Putnam et al., 1987:18-40) shifts the focus of 
concern to the receiver. It assumes that selective perceptions and "meaning making" 
processes take place from time to time, with each individual determining the 
information he or she will receive and attend to. 
Following the two-person model, encoding and decoding are viewed as 
particularly central to communication in the psychological perspective. This model 
acknowledges the impact of barriers and noise on the receiver during the 
communication process and views some contextual factors as illustrated by the 
communication-in-context model as relevant in affecting the receiver's internal 
orientation. For example, the rank of an individual in an organization may affect the 
manner in which he or she processes information internally. From this point of 
view, it is noteworthy that an organization member may process information that is 
either incomplete or distorted. 
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The psychological perspective assesses the dynamic interaction within 
relationships at the interpersonal level from a psychological point of view. It 
stresses the ongoing meaning making process between individuals and the perceptive 
aspects between the sender and receivers. It is thus considered the most appropriate 
conceptual framework for this study, which focuses on the intra-organizational 
relationship between the supervisor and subordinates at the interpersonal level. 
The Interpretive-Symbolic Perspective 
According to this perspective (Putnam et al.，1987:18-40), a reality 
transmitted or received by communicating individuals is not just "out there". The 
communicators' behaviour actually creates and shapes the reality of the organization 
as well as its environment. This perspective thus emphasizes the formation of shared 
meanings as people interact. 
The interpretive-symbolic perspective follows the two-person relationship 
model, the communication-in-context model, and the strategic model. In a way, the 
organization members' internal viewpoints continuously shape their perceptions of 
and behaviour toward others, and these viewpoints are in turn molded by others' 
responses. Simultaneously, communication behaviour is affecting and being affected 
by organization structure and culture. The organization itself, on the other hand, is 




The Systems-Interactive Perspective 
This perspective (Putnam et al., 1987:549-99) focuses on people's external 
actions instead of their perceptions and meanings formed internally. It views 
communication as consisting of recurring patterns of action-response sequences. 
Thus, it uses the concept of the interaction model and predicts a sequence of 
interpersonal exchanges developing over time, each action evoking a responding 
action. This perspective also views such actions as gradually developing the 
communication context (as discussed in the communication-in-context model) and 
influencing the environment (as discussed in the strategic model). Hence, as the 
action patterns develop, the overall communication pattern that becomes apparent 
over time is more significant than any one message or display at one point in time. 
Research from this perspective would usually recommend changes in 
action/interaction patterns or new types of responses to actions/reactions from the 
environment. One common example would be the recommended action strategies 
for dealing with labour demonstrations during a conflict between the administration 
and the labour unions. 
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The Concept of Organizational Communication 
As explained in the interpretive-symbolic perspective, individuals are 
constantly involved in a process of reality construction. When an individual 
observes his or her own environment and believes in some form of "reality" that 
makes sense, at the same time, others are forming their own realities. When these 
individuals interact, a construction of a shared reality takes place. Such a shared 
reality construction, i.e., the creation of shared meanings through actively 
exchanging the perceived "reality" created by each other, is human communication 
(Zalabak, 1991:29). 
In short, when we are interacting with each other, we are attempting to have 
others understand our world as we try to understand theirs in turn. When such an 
ongoing interaction occurs between two persons, it is referred to as interpersonal 
communication. Similarly, when this kind of interaction occurs between more than 
two individuals, it is known as group communication. Finally, when these 
interactions happen in organizations, they are identified as organizational 
communication. 
According to Zalabak (1991:29), an organization is a dynamic system in 
which individuals are engaged in collective efforts of goal accomplishment as a 
result of the organizing process. To further elaborate the concept of organization, 
"organizing" is described here as an attempt to bring order out of chaos or 
established entities where purposeful and ordered activity takes place. Farace, 
Monge and Rusell (1977，cited from Zalabak, 1991:30) suggested that organizations 
could be best understood as: 
Two or more individuals who recognize that some of 
their goals can be more readily achieved through 
interdependent (cooperative) actions, even though 
disagreement (conflict) may be present; who take in 
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materials, energy, and information from the 
environment in which they exist; who develop 
coordinative and control relationships to capitalize on 
their interdependence while operating on these inputs; 
and who return the modified inputs to the environment 
in an attempt to accomplish the goals that 
interdependence was meant to make possible. 
With this concept of organizations in mind, it follows that in order to learn 
about an organization and how it works, more understanding about the process of 
organizational communication is required. The communication pattern within an 
organization greatly influences how it operates by acting on organizational factors, 
such as the overall performance of staff or the outcome of work. Thus, in order to 
learn how an organization actually works, one factor to be studied is the 
communication inside the organization. 
Stressing that organizational communication is a "process through which 
organizations are created and in turn create and shape events, Zalabak (1991:30-
33) noted that this process ”can be understood as a combination of process, people, 
messages, meaning and purpose.“ 
The process perspective understands communication as an ongoing process 
without distinct beginnings and endings, including patterns of interactions developed 
among organizational members and how such interactions shape organizations. This 
can be elaborated with the definition put forth by Wilson, Goodall and Waagen 
(1986，cited from Zalabak, 1991:31): 
Organizational communication is an evolutionary, 
culturally dependent process of sharing information 
and creating relationships in environments designed for 
manageable, cooperative, goal-oriented behaviour. 
Tortoriello, Blatt and DeWine (1978，cited from Zalabak, 1991:31)，on the 
other hand, stress the importance of people instead: 
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Communication is an interactional process in which 
meaning is stimulated through the sending and 
receiving of verbal and nonverbal messages. An 
organization is a social grouping that establishes task 
and/or interpersonal patterns of relationships for the 
attainment of specific objectives. Thus our working 
definition of organizational communication will be the 
study of the flow and impact of messages within a 
network of interactional relationships. 
While organizational communication involves the creation and exchange of 
messages, it also includes the movement or transmission of verbal and nonverbal 
behaviours and the sharing of information throughout the organization. In this 
sense, the concern about the message itself as the essential part of organizational 
communication is also important. As Pace (1983:77-108) put it: 
Organization communication may be defined as the 
display and interpretation of messages among 
communication units who are part of a particular 
organization. An organization is comprised of 
communication units in hierarchical relations to each 
other and functioning in an environment. 
When individuals are engaged in social interaction within organizations, the 
process of role taking occurs. According to this perspective, organizational 
communication is the symbolic interaction of individuals and organizations that 
influence all organizational activities through their interpretation of meaning during 
the process of these interactions. Putnam (1983:31-54) asserted the idea of the 
generation of organizational meanings: 
Meanings, then, do not reside in messages, channels, 
or perceptual filters. Rather, they evolve from 
interaction processes and the ways that individuals 
make sense of their talk. Process is not movement or 
transmission of messages. Instead, it refers to the 
ongoing, ever-changing sets of interlocked behaviours 
that create as well as change organizational events. 
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Although Putnam's idea of meaning creation through organizational 
communication does bring along a new perspective that has not been described in 
other traditional definitions, it is not the intention of this study to focus on cultural 
context. As mentioned in the introduction, the focus among social welfare 
organizations in Hong Kong is on managerial functions, such as organizing, 
decision making, planning, controlling and coordinating. 
Another important area for understanding organization communication is the 
process of collaboration among organizational members in goal-oriented behaviour 
when dealing with their environments. As contemporary organizations develop into 
relatively stable and well-defined structures with clear divisions of labour among 
organizational members, the process of passing on messages through a certain 
structure is a noteworthy dimension of organizational communication. 
Goldhaber (1986) provides a comprehensive definition of organizational 
communication: "the process of creating and exchanging messages within a network 
of interdependent relationships to cope with environmental uncertainty.“ 
This definition appears to be especially useful for understanding 
organizational communication within Outreaching Social Work teams as it draws 
attention to the area of message formation and exchange. Considering the changing 
situations during field work and counseling sessions in Outreaching Social Work 
(such as the requirement to handle the immediate consequences of a gang fight that 
happened just minutes before the social worker arrived at the scene), there is a 
demand for social work teams to develop information or knowledge flow among the 
team members through formal and informal communication networks (such as 
supervision sessions or sub-team meetings), in order to enable the workers to solve 
this kind of situational problems promptly and competently. Hence, Goldhaber's 




In addition, the effective flow of information or knowledge could be 
influenced by factors of communication such as the timeliness of the information 
received by the subordinates, relationship among members within the organization 
(especially between supervisor(s) and subordinates), and individual differences 
between these employees. 
It is the concern of this study to focus on the understanding of this aspect of 
organizational communication-the social workers' perception about the flow of 
information within their teams, and to assess its effect on some organizational 
factors that could influence the effectiveness of service provision. 
3.3 Upward Communication 
In general, the supervisor-subordinate interaction is largely due to task 
requirements of the formal structure, such as instructions given to subordinates or 
reporting to supervisors about the work done. That is to say, the initiation of 
communication between supervisor and subordinate usually arises from the need of 
handling certain tasks. Farace, Monge, and Russell (1977) identified "symmetry," 
"strength" and "reciprocity" as the three general properties of the links within 
communication networks in organizations. 
A symmetry link implies that parties involved in the interaction are equally 
exchanging information. In other words, both parties have a similar amount of 
contribution to and gain from the link. Within the relationship between supervisors 
and subordinates, there is usually more flow of information from the supervisors to 
the subordinates than the other way around. Thus, supervisor and subordinate are 
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usually linked in a rather asymmetrical way. 
Strength refers to the frequency and length of interactions among linked 
individuals. The stronger the communication link among individuals, the greater the 
chances of linked individuals influencing each other's behaviour. 
Reciprocity describes the level of agreement about the network links between 
organizational members. For example, a subordinate may perceive a symmetrical 
link with his supervisor, while the latter describes the link as weak and 
asymmetrical. Such differences influence the overall relationship between the 
supervisor and subordinates because confusion and differences might arise from 
different expectations about the relationship. 
Thus, messages move through channels within organizations, based on 
authority or position levels of the sender or the receiver. These message movements 
are typically described as downward, upward and horizontal communication. 
Horizontal communication takes place between people on the same level of the 
organizational hierarchy. Downward communication describes message movements 
from a person in a position of authority to a subordinate or subordinate group, 
characterized by those with higher authority developing messages to transmit to 
those lower in authority (authority being defined by the formal organizational 
structure). 
Upward communication, on the other hand, is the message flow through the 
same vertical line of authority, but in an upward direction. That is to say, upward 
communication describes the movement of messages that stem from lower 
organizational levels which are directed at higher authority levels (Zalabak, 1991). 
Subordinates are engaged in upward communication when they report about their 
work or reflect about operation of the organization to their immediate supervisor 
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through a formal channel. The messages involved in upward communication might 
include complains about working conditions or the subordinates' perceptions about 
the performance of their immediate supervisors (Zalabak, 1991:55). 
Despite the obvious value of upward communication as an information 
source and a form of employee motivation, not all organizations use it to the extent 
necessary (Gibson and Hodgetts, 1991:221). In fact, there might be deliberate and 
unintentional communication distortions occurring in upward communication, such 
as a purposeful avoidance in reporting failure in work or a tendency to express only 
what was well-done. 
Accordingly, Gibson and Hodgetts (1991:270) classified these distortions 
into two categories, namely deliberate and unintentional communication. Firstly, 
deliberate distortions arise from the organizational members' motivation to look 
good to other people. In some cases, subordinates might bend the truth to put 
themselves in a better light. Secondly, distortion is also used to avoid reporting 
failure. This is especially true for those who cannot tolerate criticism. Thirdly, 
when immediate supervisors are perceived as unsympathetic, powerless, or as the 
actual cause of a problem, subordinates tend to bypass them. This kind of skipping 
formal communication links usually leads to misconception, distortion or even 
communication gaps. 
In terms of unintentional communication distortion, Gibson and Hodgetts 
(1991:270) identified four frequently occurring types, namely (1) the trust 
employees have in their superior, (2) the aspiration needs of the employees, (3) the 
security level of the employees, and (4) the physical limitations imposed by the 
organization structure. These concepts, although seemingly straight forward, are 
relatively difficult to identify in real work situations. Communication distortion 
might be caused by very subtle situational factors such as a lack of trust between 
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supervisor and subordinate or individual difference between employees about 
promotion opportunities. Moreover, if a certain supervisor is hard to reach, 
subordinates might simply avoid reporting events to him or her. 
Another important characteristic of supervisor-subordinate communication is 
the communication gap that often exists between them. Such gaps usually develop 
because the supervisor has access to more information than the subordinates. 
Moreover, supervisor and subordinates often have different perceptions about what 
is true and what actions should be taken in certain work situations. According to 
Zalabak (1991:148-150)，supervisor and subordinates frequently differ in their 
perceptions and opinions about important issues such as basic job duties, 
performance expectations, amount and quality of communication exchange, and 
desirability of subordinate participation in decision making. 
Hatfield, Huseman and Miles (1987) concluded that the greater the perceived 
gap in verbal recognition between supervisor and subordinate, the lower the 
subordinate's satisfaction with supervision and overall job satisfaction. Following 
this argument, an important domain of upward communication is the subordinate's 
perception of information received from and sent to supervisors. Thus，the concept 
of upward communication employed in this study does not merely include the 
information send from subordinates to superiors, but also involves the subordinates' 
perception about receiving information (such as job descriptions, instructions, and 
feedback about performance) from the immediate supervisor. On the whole, this 
concept of upward communication is not a measure of the amount of information 
sent from lower to upper level, but rather focuses on the psychological perception of 
the subordinates. This definition follows the orientation of the psychological 
perspective as described above, which states that selective perceptions and the 
"meaning making" process influence the communication pattern and interpersonal 
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relationship between organization members. 
Upward Communication as a dimension in Superior-Subordinate Relationship 
In the context of this study, attention is placed on how effective information 
or messages relevant to the work situation is channeled to the front-line outreaching 
social workers. Traditionally, interpersonal superior-subordinate communication has 
been one of the most popular areas of organizational communication research 
(Dansereau and Markham, 1987:343). Jablin (1979，1985) identified ten areas of 
considerable research activities, which include (1) interaction patterns and related 
attitudes, (2) openness in communication, (3) upward distortion, (4) upward 
influence, (5) semantic-information distance, (6) effective versus ineffective 
superiors, (7) personal characteristics, (8) feedback, (9) conflict, and (10) systemic 
variables. 
Jablin (1979:1201-1222) described an open communication relationship 
between superior and subordinate as having both parties perceive the other party as 
a willing and receptive listener. He stated that: 
In an open communication relationship between 
superior and subordinate, both parties perceive the 
other interacting as a willing and receptive listener and 
refrain from responses that might be perceived as 
providing negative relational or disconfirming 
feedback. 
Wheeless, Wheeless, and Howard (1984) and Pincus (1986) suggested that 
subordinates' perceptions of supervisory "receptivity", which can be conceptualized 




In terms of the openness of communication, one major concern is on the area 
of upward communication. Studies of upward communication usually focus on two 
areas, namely, upward distortion and upward influence. After reviewing the 
literature of upward communication, Dansereau and Markham (1987:343-388) 
reported that the most frequent result of studies in the area of upward distortion is 
that subordinates are often hesitant to communicate upward information that is 
unfavourable or negative to themselves. Fulk and Mani (1986) also found that many 
of those subordinates who reported withholding information and distorting 
communication to their supervisors also perceived their supervisors as actively 
withholding information. These research findings correspond with some of the 
author's observation during his days in the Outreaching Social Work Service. In 
fact, many social workers who complained about their immediate supervisors as 
withholding information were observed to withhold information from their 
supervisor as well. 
Studies of upward influence in superior-subordinate communication, on the 
other hand, often focus on the so-called "Pelz Effect" (Pelz，1952). Jablin 
(1985:615-654) summarized the concept by suggesting that: 
Subordinates' satisfaction with supervision is a by-
product not only of an open, supportive relationship 
between the two parties, but also of the supervisor's 
ability to satisfy subordinates' needs by possessing 
influence with those higher in the organizational 
hierarchy. 
In other words, subordinates influence administrative decisions either by 
getting directly involved in the decision making processes or by influencing the 
immediate supervisor through other means. Again, these findings are similar to the 
author's observation in the Outreaching Social Work Service where senior workers 
usually have more influence or control over the decision making processes as 
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suggested by the Pelz effect. 
Upward communication is especially important to the operation of 
organizations that require a lot of communication for appropriate and prompt actions 
for daily operations. It is thus deemed worthwhile to consider upward 
communication specifically in Outreaching Social Work teams, where effective 
communication between supervisor and subordinate is essential. 
3.4 Timeliness of Information 
Although the timing of information flow has not been treated as a unique 
variable in previous studies of organizational communication, Downs commented 
that its importance in the processing of communication is doubtless (Downs, 
1988:102-103). Downs argued that when information comes too early, individuals 
in organizations (either supervisor, subordinates or co-workers) might be 
temporarily "overloaded" with information and thus can not make good decision. 
But if such information comes too late, these individuals might not have sufficient 
information for important decision-making and thus become "underloaded". Thus, 
timeliness of information, which describes whether information comes at the right 
time to the relevant individuals for rational decision making, is an important factor 
for the investigation of the relationship between organizational communication and 
other organizational factors such as job satisfaction. 
Timeliness of information has been intensively utilized as one of the areas 
for understanding the communication patterns of organizations by Goldhaber and 
other members of the International Communication Association (ICA) in their well-
known International Communication Association Audit (Goldhaber and Krivonos, 
1978). Within the ICA survey, 122 questions were divided into eight major sections 
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that covered different aspects of organizational communication. These sections 
included (1) the amount of information received about topics; (2) the amount of 
information sent about topics; (3) the amount of follow-up; (4) the amount of 
information received from sources; (5) the timeliness of information received from 
key sources; (6) organizational communication relationships; (7) the satisfaction 
with organizational outcomes; and (8) the amount of information received from 
channels. Similar to the previous research by the ICA，the timeliness of information 
received from key sources serves as an important variable for measuring 
organizational communication in this study. 
The communication patterns in organizations are not static, but are in a 
gradual but constant state of change. The timeliness of information sent to 
organizational members not only influences the actual operation of the organization 
itself, but also improves the actual understanding of organizational communication 
patterns as time goes by (Downs, 1988:5). Hence, Downs suggested to periodically 
assess the ever changing situation of organizations to keep the information about 
such patterns current. 
As the timeliness of information affects the communication pattern within 
organizations, it may also influence such organizational factors such as work 
performance or job satisfaction. Hence, the influence of timeliness of information 
on job satisfaction is assessed in this study. 
3.5 Organizational Communication Relationship 
The concept of organizational communication relationship has been one of 
the most distinctive features of organizational communication. Following 
Goldhaber's (1986) definition of organizational communication, which describes 
organizational communication as "the process of creating and exchanging messages 
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within a network of interdependent relationships to cope with environmental 
uncertainty," it is understood that most relationships in organizations begin on a 
relatively impersonal basis. In other words, the relationship among organization 
members usually develops by working together on tasks required by the 
organization. Thus, an organizational communication relationship can be defined as 
the relationship among organization members creating and exchanging messages 
within a network of interdependent relationships to cope with environmental 
uncertainty. 
Zalabak (1991:146-147) noted that people are more likely to establish 
satisfying interpersonal relationships based on similarity than relationships 
characterized by diversity. He further claims that fully competent organizational 
members must be open to establishing satisfying and effective interpersonal 
relationships with both similar and dissimilar others. In organizational 
communication relationships, the relationship between supervisor and subordinates 
can be described as a primary interpersonal relationship structured by an 
organization, while the relationship between co-workers (or peers) can be defined as 
a secondary interpersonal relationship. The reason is that supervisor-subordinate 
relationships are assigned and defined by the line of authority and start on a 
relatively impersonal basis, while the relationships between peers are not definitely 
assigned by the organization but are developed in a relatively personal basis. 
Zalabak's (1991) understanding of organizational communication 
relationships points to the importance of competence of the organizational members. 
This means that the higher the competence of the organizational members, the more 
likely they develop good interpersonal relationships among themselves. Thus, the 
more competent workers in Outreaching Social Work teams may actually be able to 
develop better personal and interpersonal relationships with their immediate 
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supervisor and peers within the team. 
The importance of competence is supported by previous studies focusing on 
the communication relationship between newcomers, supervisors and colleagues. 
Weirs (1977:89-105) found that because supervisors frequently interact with the 
subordinate, they may serve as role model for subordinates in work situations, 
jablin (1982:269) observed that supervisors not only have the formal power to 
reward and punish employees, but also maintain personal relationships with the new 
recruits. Jablin's findings support the idea that personal relationships are developed 
between supervisor and subordinates during supervision--and especially so for new 
recruits. 
Kotter (1973:98) concluded that supervisors who successfully managed 
newcomers appeared to be highly skilled in communication, especially in giving and 
receiving feedback, articulating criteria, explaining realistically decisions passed 
down from above, as well as coaching and helping. 
In this respect, Kotter identified two basic strategies for newcomers to seek 
information and feedback from their supervisors: (1) Monitoring: the newcomer 
observes the reactions of his or her supervisor and coworkers to his or her 
behaviour and/or the newcomer compares his or her own behaviour to the behaviour 
of other subordinates; and (2) Making direct inquiries: explicitly asking for 
information and feedback (Ashford, 1986; Ashford and Cummings, 1983，1985). 
From this perspective, an important area to be considered in organizational 
communication relationship is the organizational members' perception about seeking 
information or gaining feedback about their own performance from supervisors. 
As for the co-worker relationship, Jablin (1987) deduced from previous 
studies (Evan, 1963; Feldman, 1977; Van Maanen, 1975) that a newcomer's daily 
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interaction with co-workers or peers is one of the most important factors that affect 
their assimilation. In fact, Louis, Posner and Powell (1983:863-864) discovered in a 
survey of MBA college graduates about the socialization process they experienced in 
their new jobs and organizations, that interactions with peers were available to more 
respondents than any other sources of help, and that they were significantly 
correlated with job satisfaction, commitment, and tenure intention. 
In summary, the organizational communication relationship, which includes 
supervisor-subordinate relationships and co-worker relationships, is an important 
aspect for the study of organizational communication. It involves the subordinates' 
satisfaction level about seeking information and gaining feedback from the 
supervisors, the satisfaction with getting support from co-workers, and the 
perception about interpersonal relationship among organizational members in work 
situations. It is also thought to be influenced by the level of competence among 
organizational members. 
3.6 Job Satisfaction 
The variable of job satisfaction has attracted a lot of attention in 
organizational studies. As early as 1969，Locke estimated that there were more than 
four thousand studies focusing on the nature, causes and correlates of job 
satisfaction. Tarn (1992) reviewed previous studies in the field and noted that job 
satisfaction often has been regarded as a dependent variable for measuring 
organizational effectiveness. 
The traditional theory of job satisfaction describes the individual as shifting 
along a single continuum in response to changes in the job, both intrinsic and 
extrinsic to the work role. That is to say, "if the presence of a variable in the work 
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situation leads to satisfaction, then its absence will lead to job dissatisfaction, and 
vice versa" (Ewen, 1966). 
However, such a view of analyzing the concept of job satisfaction would 
only provide a rough picture of the overall perceptive satisfaction level. Moreover, 
it would not help the understanding of any possible sub-dimensions such as the 
satisfaction with the job nature or the satisfaction with support from immediate 
supervisor. 
The "two-factor theory" proposed by Herzberg, Mausner and Snyderman 
(1959) suggested two distinct sets of factors of job satisfaction: 1) those which lead 
to satisfaction withholding the work itself, responsibilities, achievement, and 
advancement and which were labeled "intrinsic factors"; and 2) those which caused 
dissatisfaction withholding company policy and administration, inter-personal 
relations, working conditions, and technical supervision, which were called 
"extrinsic factors". 
Such a classification improves the understanding of the concept of job 
satisfaction. However, each of the two factors is only a collective summation of a 
wide variety of indicators measuring different dimensions of job satisfaction. For 
instance, the opportunity of advancement might either be part of the intrinsic or the 
extrinsic factors. Therefore, in order to have clearer picture to understand different 
dimensions of job satisfaction, we need to have a model that can break down the 
concept. 
Smith, Kendall and Hulin (1969) conceptualized job satisfaction as the 
feelings or affective responses a worker has about the different facets of the job 
situation. They created a Job Description Index (JDI) that contains seventy-two 
items grouped into five dimensions, namely "work"，"pay"，"supervisor"， 
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"promotions" and "co-workers". In fact, this Job Description Index has become 
one of the most frequently used instruments to measure facets of job satisfaction 
(Downs, 1988:25-48). Cross (1973:134) has reported an impressive amount of 
work devoted to the validation of the JDI. He suggested that the JDI is a face valid 
measure that could be administered to different groups of subjects. 
Due to its frequent use and the relevancy of its different dimensions when 
applied to the context of Outreaching Social Work Service, this survey adopts the 
Job Description Index as the tool for measuring job satisfaction among outreaching 
social workers in Hong Kong. 
3.7 The Relationship between Upward Commimication and Job Satisfaction 
Richmond and McCroskey (1979) studied the relation of managerial 
communication style with job satisfaction. In one of their studies, public school 
teachers were found to have increased levels of satisfaction as the managers of the 
schools became more interactive and subordinate-centered. In the same study, 
supervisory tolerance of disagreement and innovativeness of these managers was 
associated with job satisfaction. 
Hatfield and Huseman (1982:356) studied the congruence about the rules of 
communication between supervisors and subordinates focusing specifically on the 
relation between supervisory-subordinate communication and job satisfaction. 
Although they found that the actual congruence was an important predicator of job 
satisfaction, the perception of such congruence might be more important. Their 
finding implied that the subordinates' own perception about the factors affecting 
their relationship with their supervisor is an important factor in their satisfaction. 
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Similarly, Falcione, McCroskey，and Daly (1977:373)，based on a number 
of paper and pencil tests with employees, concluded that the perceptions of the 
immediate supervisor did influence job satisfaction. In addition, they found that 
those with high oral communication apprehension and/or low self-esteem were less 
likely to be satisfied with supervision. 
While job satisfaction has been treated as a dependent variable in many 
communication studies, it has been considered as an independent variable in other 
studies that aimed at understanding its impact on other organizational outcomes. 
Jayrrante and Chess (1983) and Sekaran (1989)，for example, found job satisfaction 
negatively related to occupational stress. Thus, if the sources of satisfaction with 
work situation could be identified, workers' job satisfaction might be improved and, 
in turn，organizational outcomes, such as social organization behaviour and 
motivation, could be enhanced. Also, negative outcomes such as staff turnover as 
well as absenteeism from work could be avoided. Overall, such an analysis would 
shed light on the significant area of improving factors of organizational outcomes 
specially valuable for Outreaching Social Work Service. 
On the other hand, in providing Outreaching Social Work Service, the task 
of monitoring and controlling of service delivery has also become a challenge for 
team leaders as they are usually delegated with the responsibility of overseeing the 
operation of such service teams. In fact, Tarn (1992) reported teamwork leadership 
as part of the concerns in outreaching service. Tarn's study revealed that leadership 
behaviour, which included "initiating structure", "consideration", "group 
facilitation"，"work facilitation" and "disciplinary behaviour", was positively related 
to job satisfaction of the subordinates. 
All these leadership behaviours appear to be closely related to 
communication behaviour between supervisors and subordinates. Such leadership 
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behaviours may rely very much on the organization communication within the 
Outreaching Social Work teams, especially in the supervisor-subordinate 
relationship and in upward communication as perceived by the workers of these 
teams. 
Tarn (1992) explored the moderating effect of subordinates' characteristics 
on the relationship between leadership and subordinate satisfaction. According to his 
study，for those who perceived themselves to be lower in competence there was a 
positive correlation between general leadership score and satisfaction with personal 
growth, while a negative correlation was found for those subordinates who 
perceived themselves to be higher in competence. 
That is to say, those workers lower in competence rely more on their 
supervisors' leadership to get job satisfaction, while those with higher competence 
rely much less on the factor of leadership in order to seek job satisfaction. Thus, if 
organizational communication is a function of leadership behaviour it may also be 
influenced by the subordinates' perception about their own work competence. In 
other words, the self-perceived competence of subordinates is expected to act on 
organizational communication, which is believed to influence job satisfaction. 
Yuen (1989) analyzed the effect of different supervisory structures on the 
operation of different Outreaching Social Work teams. He discussed problems in 
administrative accountability (which is partly a function of upward communication) 
for teams using multiple lines of authority, leading to negative comparisons and 
jealousy, and sometimes giving rise to intra-team conflicts (which is a consequence 
of organizational communication relationship). Generally speaking, Yuen's analysis 
points to the phenomenon that multiple lines of authority, no matter such a division 
of labour is in areas of professional supervision or on operational issues, may lead 
to undesirable consequences such as difficulty in administrative control. Following 
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Yuen's line of analysis, it is believed that the differences in supervisory structure 
among the Outreaching Social Work teams also would act negatively on the 
association between the teams' upward communication and job satisfaction. That is 
to say, teams having structures with multiple lines of authority would experience a 
lower association between upward communication and job satisfaction than those 
having single line of authority. 
It has been reported in Outreach, a publication for outreaching social 
workers, that during the period 1983-87 alone, there was an average of 13 percent 
(20 of about 150) turnover among outreaching social workers per year (Kwok, 
1988:29-30). Hence, any factors lowering the staff turnover could benefit the 
service recipients by retaining a steady supply of experienced social workers who 
would deal with the needs of these service recipients over longer periods of time. 
In view of the possible contributions mentioned above, if any possible 
relationship between dimensions of organization communication and job satisfaction 
could be established, then administrators and social workers could improve their 
understanding of how to enhance communication favouring higher levels of job 
satisfaction. This is believed to have a positive impact on maintaining better service 





Goldhaber's (1978) International Communication Audit and Smith, Kendal 
and Hulin's (1969) uni-dimensional view of job satisfaction have inspired the author 
in the formulation of a conceptual model for the present study. According to above 
discussed findings, upward organization communication appears to influence job 
satisfaction of subordinates. Although no specific study was found to focus on this 
relationship between upward communication and job satisfaction within the social 
work field, it is believed that similar influence between these two variables may be 
observed in the Outreaching Social Work field in Hong Kong. 
As this study aims at understanding the influence of intra-organizational 
communication on job satisfaction, it will not take into account the wider context of 
the organization. That is to say, the present study does not aim at understanding the 
interaction between the organization and the social environment. Adopting the 
psychological perspective, as proposed by Fisher (1978), the focus of this study is 
on the interpersonal level, measuring the perceived satisfaction level of the 
organization members. 
In this study, upward communication is hypothesized to strongly influence 
job satisfaction. It reflects the perceived satisfaction with sending and receiving 
information through organizational processes such as teamwork leadership, 
structure, administrative procedures, decision-making processes. Further attention is 
paid to the timeliness of information, as well as the organizational communication 
relationship to study their association with job satisfaction. 
Two moderating factors, the subordinates ‘ characteristics and supervisory 
structure of Outreaching Social Work teams will also be examined because they are 
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hypothesized to influence job satisfaction as well. Here, the subordinates' 
characteristics measured include the gender, age, rank，length of service in the team 
and service, present position in the team, and their self-perceived competence in 
work. 
The supervisory structure is a typology classifying the different models of 
supervision in the different Outreaching Social Work teams. This variable measures 
the level of complexity of the line(s) of authority that supervisory tasks are divided 
between the persons in authority in the teams. In other words, this is a classification 
of how complex the line(s) of authority is for each Outreaching Social Work team. 
Five typical types of supervisory structures are identified, they are: 1) all team 
members (including team leader) are supervised by service supervisor; 2) team 
leader is supervised by the service supervisor, while team leader supervises all the 
other team members; 3) both the team leader and service supervisor each supervises 
some team members; 4) the service supervisor supervises the team leader and some 
other team member(s), who in turn each supervises some other team members; and 
5) any other structure(s) not listed. This is important because the different structures 
of supervision within the teams lead to different patterns of lines of authority, and 
thus influence the supervisor-subordinate communication. 
It is hypothesized here that subordinates' characteristics and supervisory 
structure affect the perception of upward organizational communication, which, in 
turn, influences job satisfaction. Focus is therefore put on developing a model of the 
relationship between organizational communication and job satisfaction. 
Although it is not the intention of this study to test the impact of job 
satisfaction on work improvement, it is believed that low job satisfaction is related 




The conceptual model is summarized in Figure 6 below: 
Figure 6: Conceptual Model of the Study 
ORGANIZATIONAL 
FACTORS: 
• Supervisory Structure 
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As implied by this conceptual model, there are several basic questions to be 
answered in this study. 
Firstly, outreaching social workers are constantly engaged in receiving 
information from their immediate supervisors and sending information to their 
immediate supervisors. How satisfied are they with these areas of upward 
communication within the teams they work in? 
Secondly, Outreaching Social Work Service in Hong Kong has commonly 
been known to be frustrating in work nature and consequently has a high turnover 
rate. Is the work nature the only area leading to undesirable organizational factors? 
Is the level of job satisfaction among this group of social workers really very low? 
Thirdly, how are different dimensions of organizational communication 
associated with job satisfaction? Among the different dimensions of organizational 
communication tested in this study, which one has the most dominant effect on job 
satisfaction? The answer to this question is important, since identifying the most 
dominant association can enlighten social work administrators with effective 
strategies in organizational communication. 
Lastly, if the effects from other organizational factors on job satisfaction, 
such as subordinates' characteristics and supervisory structure, could be identified, 
then supplementary improvements could be implemented to bring about higher 
levels of job satisfaction. 
In summary, this study tests three hypotheses: 
HI : More satisfaction with upward communication with the supervisor is 
associated with higher levels of job satisfaction. 
It is anticipated here that outreaching social workers more satisfied with 
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upward communication would be also more satisfied with their job. This is because 
upward communication is part of vertical communication, which is, in turn, a part 
of organizational communication between supervisor and subordinates. As discussed 
above, more satisfaction with upward communication has been shown to be often 
associated with higher levels of job satisfaction in previous communication studies. 
H2: Better communication relationships within Outreaching Social Work teams 
are associated with higher levels of job satisfaction among social workers. 
This association is expected because a good communication relationship 
enhances positive feelings in the job and also facilitates effective communication 
between organizational members and efficient operation of the organization. Thus, 
better communication relationships among social workers are expected to contribute 
to a higher level of job satisfaction among subordinates. 
H3 ： Higher satisfaction with the timeliness of information sent to and from the 
supervisor is associated with higher levels of job satisfaction. 
This association is anticipated because timeliness of information sent to 
subordinates was found to be a factor influencing the organizational communication 
relationship in previous studies. As organizational communication relationship is 
expected to be associated with job satisfaction, the timeliness of information may 





The present study is an exploratory study describing the characteristics of 
upward communication and job satisfaction of a group of trained social workers in 
the Outreaching Social Work Service in Hong Kong. No previous empirical 
research in the area of organizational communication has been done in social 
welfare field locally, giving rise to the need of using an exploratory approach. 
Four dimensions of organizational communication, namely 1) upward 
communication (perception about receiving information), 2) upward communication 
(perception about sending information), 3) organizational communication 
relationship and 4) timeliness of information are studied and analyzed for their 
influence on job satisfaction. Job satisfaction, on the other hand, is measured in 
terms of satisfaction level about 1) work content, 2) pay, 3) promotion opportunity, 
4) supervisor and 5) coworker. 
5.1 Sampling Design 
Data was collected from a sample of practicing outreaching social workers 
through a mailed questionnaire to be completed by the respondents. The use of 
mailed surveys in data collection has the advantage of covering almost all of the 
target population under study, yielding a very representative set of data. The unit 
of analysis are Outreaching Social Work teams providing professional counseling 
and guidance to youth at risk in Hong Kong. At the time of this study, there were 
28 Outreaching Social Work teams in operation, each employing at most ten social 
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workers. One of the social workers in each team serves as the team leader. The 
team leader assists the service supervisor in the managerial tasks of the operation of 
the service unit. In other words, team leaders help manage the teams. However, the 
amount of administration tasks delegated to these supervisors varies between 
different teams. Since four of the 28 existing Outreaching Social Work teams 
operated for less than one year at the time of this study and were thus at an initial 
phase of service development, it was believed that the communication patterns and 
intra-organizational relationship between team members within these new teams 
were not well established yet. In the light of this consideration, the present study 
only selected the 24 teams that operated for more than one year at the time of this 
study to be included in the sample. 
In the designing process of the questionnaire, a draft was pre-tested with 
eight practicing social workers from different teams. In addition, comments about 
the questionnaire were invited from service supervisors of the Outreaching Social 
Work Service through the Coordinating Committee of Outreaching Social Work 
under the Hong Kong Council of Social Service. As a result of the pre-test and the 
comments received, necessary revisions and corrections were made before the 
questionnaire was finalized. The questionnaires were then sent in lots to the teams' 
offices, requesting the team leaders to assist in distribution. To facilitate the data 
collection process, support from service supervisors was sought to convince team 
leaders and team members to fill in and return the questionnaires as scheduled. 
The data collection process lasted two weeks, from the last week of March 
to the first week of April 1994. An explanation of the background of this study was 
sent by attaching a covering letter to the team leaders with all the packages (please 
see Appendix A). The distribution of questionnaires was followed by individual 
telephone contacts to all the team leaders for clarification and persuasion to 
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cooperate. After two weeks, a reminder letter was sent to all the teams with a 
couple of spare copies of the questionnaire for respondents needing replacement of 
their original questionnaire. Then all team leaders were contacted by telephone 
again for confirming their return of the questionnaires. 
According to data collected from all 24 teams, there were a total of 219 
outreaching social workers employed by the end of March 1994. By mid-April, a 
total of 134 questionnaires were completed and returned, amounting to about 61 
percent of the total sample population. As the return rate is relatively high for a 
mailed, self-administered questionnaire, and because the sample population actually 
covers a substantial proportion of all the Outreaching Social Work teams (24 out of 
28, excluding the relatively new teams operated for less than one year), the sample 
of respondents in this study is considered highly representative of the outreaching 
social workers in Hong Kong. 
5.2 Measuring Instruments 
The questionnaire was composed of six parts (for a complete sample of the 
questionnaire, please see Appendix B). The independent, dependent and control 
variables are listed below with their operational definitions. 
Perceived Upward Communication: Satisfaction with receiving information from 
immediate supervisor (Independent Variable) 
Operational Definition: The perceived level of satisfaction with receiving 
information from the respondent's immediate 
supervisor. 
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The satisfaction with receiving information from the immediate supervisor is 
viewed as part of upward communication in a supervisor-subordinate relationship. It 
is measured in this study by asking respondents to indicate their degree of 
satisfaction with receiving information from their immediate supervisor in different 
areas described by thirteen different statements using a seven-point Likert scale 
where "1" stands for extremely dissatisfied and ”7" stands for extremely satisfied. A 
total of thirteen areas of receiving information have been adopted from the 
International Communication Audit Survey, with some adjustment to fit into the 
situation of Outreaching Social Work teams. They are as follows: "how well I am 
doing in my job"; “ my job duties"; "organizational policies"; "pay and benefits"; 
"how technological changes affect my job"; "mistakes and failures of my team"; 
"how I am being judged"; "how my job-related problems are being handled"; "how 
organization decisions are made that affect my job"; "promotion and advancement 
opportunities in my agency"; "important new service or program developments in 
my agency"; "how my job related to the total operation of my agency" and "specific 
problems faced by management". 
Perceived Upward Communication: Satisfaction with sending information to 
immediate supervisor (Independent Variable) 
Operational Definition: The perceived level of satisfaction with sending 
information to the respondent's immediate 
supervisor. 
Similar to the satisfaction with receiving information, the satisfaction with 
sending information to the immediate supervisor is viewed as an important part of 
the concept of upward communication within a supervisor-subordinate relationship. 
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The satisfaction with sending information is measured by asking respondents to 
indicate their degree of satisfaction with sending information to their immediate 
supervisor in different areas described by six different statements using a seven-
point Likert scale for measurement where "1" stands for extremely dissatisfied 
while "7” stands for extremely satisfied. A total of six areas have been adopted 
from the International Communication Audit Survey for use in this section: 
"reporting what I am doing in my job"; "reporting what I think my job requires me 
to do"; "complaining about my job and/or working conditions"; "requesting 
information necessary to do my job”； "evaluating the performance of my immediate 
supervisor"; and "asking for clearer work description/instructions". 
Perceived Timeliness of job-related information (Independent Variable) 
Operational Definition: The respondent's level of satisfaction with the 
timing of information flow within the 
organization. 
Within the present study, the dimension of "timeliness of information" is 
also included as a supplement to measure the organizational communication 
relationship within the teams, as commonly used in communication audits following 
The International Communication Audit Survey. As described earlier, upward 
distortion and upward influence are two major areas of research for upward 
communication. The manipulation of the timeliness of information in turn may lead 
to upward distortion and/or upward influence. This may be especially true in the 
setting of Outreaching Social Work, because the workers need sufficient and timely 
information for prompt interventions. 
Operationally, timeliness of information is defined as one dimension of 
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organizational communication together with the independent variable of upward 
communication. It is measured by asking respondents to indicate their level of 
satisfaction with the timeliness of information from five different sources using a 
seven-point Likert scale, where "1" stands for extremely dissatisfied, and "7” stands 
for extremely satisfied. As adopted from the International Communication Audit 
Survey, the five main sources of job-related information assessed are: subordinates 
(if applicable); co-workers; immediate supervisor; top management/director; and 
"Grapevine". 
It was also pointed out during consultation with social workers and service 
supervisors that the meaning of the English expression "Grapevine" was unclear to 
many local Chinese social workers in the pre-test. It was therefore decided to put 
the Chinese translation “小道消息“next to the English expression in the 
questionnaire. 
Perceived Organizational communication relationship (Independent Variable) 
Operational Definition: the respondents' level of satisfaction with the 
communication relationship within their teams. 
Also adopted from the International Communication Audit Survey, the 
organizational communication relationship was measured by asking respondents to 
indicate their degree of agreeing to sixteen statements using a seven-point Likert 
scale, where "1" stands for strongly disagree, while "7" stands for strongly agree. 
The sixteen items are put in the form of statements, with some wordings adjusted 
to fit in the context of Outreaching Social Work teams: "I trust my co-workers"; 
"my co-workers get along with each other"; "my relationship with my co-workers is 
satisfying"; "I trust my immediate supervisor"; "my immediate supervisor is honest 
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with me"; "my immediate supervisor listens to me"; "I am free to disagree with my 
immediate supervisor"; ”I can tell my immediate supervisor when things are going 
wrong"; "my immediate supervisor praises me for a good job"; "my immediate 
supervisor is friendly with his/her subordinates"; "my immediate supervisor 
understands my job needs"; "my relationship with my immediate supervisor is 
satisfying"; "my team encourages differences of opinion"; "I have a say in decisions 
that affect my job"; "I influence operations in my team"; "I have a part in 
accomplishing my organization's goal". 
Tnh Satisfaction (Dependent Variable) 
Operational Definition: The respondent's overall level of job satisfaction as an 
outreaching social worker. 
The idea for the measurement of job satisfaction with this section comes 
from the operational definition by Smith et al. (1969) who viewed job satisfaction as 
"the evaluative and affective feelings or responses a worker has about the different 
facets of the job situation." Accordingly, job satisfaction is measured here by 
adopting the Job Descriptive Index (Smith, Kendal and Hulin，1969) with some 
minor modifications. The modified measurement tool used in this study consists of 
68 items-assessing five dimensions of job satisfaction, namely supervisor (16 
items), work (15 items), pay (11 items), promotions (9 items), and co-workers (17 
items). Respondents are asked to check a list of adjectives or affective and 
evaluative phrases for each of the five dimensions and express their agreement for 
each item on a seven-point Likert scale where "1" stands for strongly disagree and 
"7" stands for strongly agree. One of the items, namely "stimulating" was added to 
the section about satisfaction with supervisor after consultation with service 
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supervisors of Outreaching Social Work Service to avoid having too many items 
with negative connotations. Consequently, a total of 68 items is assessed under the 
concept of job satisfaction. 
To avoid social desirability or arbitrary responses, some of the items with 
negative connotations were mixed with items with positive connotations. These 
items included: "less than I deserve"; "insecure"; "underpaid for what I do"; ”poor 
fringe benefits"; "lower than other professionals of similar qualifications and 
seniority"; "unreasonable"; "routine"; "boring"; "endless"; "tiresome"; 
"autonomous"; "frustrating"; "prospects somewhat limited"; "dead-end job"; 
"unfair promotion policy"; "infrequent promotion"; "too much favoritism and 
prejudice"; "difficult to be promoted"; "hard to meet"; "impolite"; "hard to please"; 
"bad-tempered"; "doesn't supervise enough"; "stubborn"; "annoying"; "lazy"; 
"irresponsible"; and "unpleasant". After the questionnaires were received from the 
respondents, these items were recorded to re-adjust the scale for the final analysis. 
The five dimensions of job satisfaction were combined into one scale here 
called "overall job satisfaction", by summing up the scores for all items. This is 
done to test the overall level of job satisfaction as measured by the five different 
dimensions mentioned above. 
To ensure that all five dimensions of job satisfaction can be combined into 
one composite scale indicating overall job satisfaction, reliability was tested by 
assessing Cronbach's Alpha for all 68 items combined into one scale. After deleting 
the affective description "Your current work is endless", alpha reached a 
satisfactory level of .80 for the overall job satisfaction scale. 
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Organizational Factors: Personal Characteristics and Team Sunervisorv Structure 
(Control Variables) 
Ten questions were designed for collecting data about personal 
characteristics and team supervisory structure of the respondents. They are as 
follows: gender; age; rank of present post; length of service in present post; length 
of service in outreaching social work; length of service in social work field; present 
position; position of immediate supervisor; supervisory structure in the respondent's 
team; and level of perceived competence. 
Operational Definitions: 
Gender: The sex of the respondent, i.e., either male or female. 
j^ ge： The chronological age of the respondent in number of years at the time of the 
study. 
Rank: The rank equivalent to the social welfare posts of the Hong Kong government 
held by the respondent, i.e., either Social Work Assistant (SWA), Senior 
Social Work Assistant (SSWA) and Assistant Social Work Officer (ASWO). 
Length of Service in present post: The number of completed months of service in 
the present post of the Outreaching Social Work team. 
Length of Service in Outreaching Social Work: The number of completed months of 
service in Outreaching Social Work Service in Hong Kong. 
Length of Service in Social Work Field: The number of completed months of 
service in social work profession in Hong Kong. 
Present position: The position in the Outreaching Social Work team held by the 
respondent, i.e., either the team leader or social worker (team member). 
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Position of immediate supervisor: The position held by the staff supervising the 
respondent, i.e., either the service supervisor, team leader or other team 
members (such as sub-team leaders). 
Self-perceived competence: The level of competence in working as an outreaching 
social worker as perceived by the respondents themselves. This level is 
measured by a seven-point Likert scale where "1" stands for extremely 
� incompetent and ”7” stands for extremely competent. Respondents were 
asked to circle "4" if they were not sure about their own level of competence 
in work. 
Supervisory Structure: The level of complexity of the line(s) of authority that 
supervisory tasks are divided between the persons in authority in the teams 
(i.e., service supervisor and team leader). The different systems of 
supervision are categorized in ascending order in the level of complexity in 
terms of line(s) of supervision. Five typical types of supervisory structures 
are identified, they are: 1) all team members (including team leader) are 
supervised by service supervisor; 2) team leader is supervised by the service 
supervisor, while team leader supervises all the other team members; 3) both 
the team leader and service supervisor each supervises some team members; 
4) the service supervisor supervises the team leader and some other team 
member(s), who in turn each supervises some other team members; and 5) 
any other structure not listed. 
5.3 Method of Data Analysis 
After the data was collected from respondents, it was recorded in a database 
and then transformed and statistically analyzed with the Statistical Packages for the 
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Social Sciences (SPSS). The data analysis included univariate analysis (such as 
frequency distribution), bivariate correlational analysis and, as a last step, 
multivariate analysis (multiple regression). The major findings are presented and 




In this chapter, the findings about the profile of personal particulars of 
respondents, the perceived upward communication, organizational communication 
and timeliness of information will be presented and discussed. The respondents' 
level of satisfaction with various job dimensions will also be examined. 
Characteristics of the Respondents 
There were slightly more female than male social workers in the sample. 
Forty-five percent of the respondents were male, while the remaining 55 percent 
were female. This is probably accounted for by the fact that more female social 
workers are trained than male social workers. 
The average age of the respondents is 27 years. The present sample 
represents a relatively young population, with about 80 percent at the age of 30 
years or below. 
Half of the respondents are holding the post of Social Work Assistant. 
Another 45 percent are Assistant Social Work Officers, the rest are Senior Social 
Work Assistants. This represents an even distribution of social workers in posts of 
higher and lower ranks. 
The average length of service in Outreaching Social Work teams is 33 
months. The data indicates that most social workers are relatively new in their jobs, 
with a majority (54 percent) serving less than two years and only ten percent serving 
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for more than six years. 
Fourteen percent of the respondents were team leaders. The rest were team 
members. The response rate of team leaders amounts to sixty percent，which is 
similar to the overall respond rate, indicating that the sample is representative of 
team leaders as well. 
A single line of authority is the dominant supervisory structure. Among the 
respondents, more than half (55 percent) have service supervisor or team leader 
supervising all team members. The others are working in teams with multi-lines of 
authority. Supervisory structures with more complex lines of authority are less 
common. It appears that many Outreaching Social Work teams have already chosen 
to use a single line of authority in their supervisory structure, probably because of 
its benefits for easier control and management. 
Most respondents perceived themselves to be competent in their work. As 
expected, none of the respondents indicated that they were extremely incompetent. 
Overall, about two-third of the respondents rate themselves as competent (either 
competent, very competent or extremely competent). This indicates that the sample 
represents a relatively competent group of social worker as perceived by 
themselves. 
Job Satisfaction among Outreaching Social Workers in Hong Kong 
Following Smith's and Kendall's uni-dimensional scale of job-satisfaction, 
the present study measures the concept of job satisfaction with relation to pay, 
work, promotion opportunity, supervisor and co-worker. 
Overall, respondents indicated a fairly high level of job satisfaction as 
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Outreaching Social Workers. A majority of 58 percent of the respondents had a high 
or very high level of satisfaction, while only about four percent showed a low level 
of satisfaction. As presented in Table 6.1 below, respondents have a relatively high 
level of satisfaction (high, very high or extremely high) in terms of their work 
content (65%), their immediate supervisor (70%), and their co-workers (79%). 
The most criticized job dimension, on the other hand, was promotion 
opportunity, with most of the respondents (69%) not satisfied (low, very low，and 
extremely low). 
In the job dimension relating to pay, 28 percent of the respondents had a low 
level (low, very low or extremely low) of satisfaction, while 26 percent had a high 
level (high or very high) of satisfaction, and another 46 percent were neutral. Thus, 
no clear indication about the satisfaction with pay is found. 
Findings from this section are consistent with previous findings by Ho 
(1993)，who showed that the staff serving in human services (which includes social 
welfare services) tend to be more satisfied with facets involving human factors such 
as relationship with immediate supervisor and co-workers. In our case with 
outreaching social workers, the job dimension that creates the most dissatisfaction is 




Table 6.1 Percentage Distribution of Level of Satisfaction with Different Job 
Dimensions and Overall Job Satisfaction (N = 134) 
ILevel of lob Pay Work Promotion Supervisor Coworker Overall 
Satisfactioa (%) (%) (%) (%) (%) (褒） 
Extremely Low 0.7 - 6.0 -- 0.7 " 
Very Low 3.0 - 17.9 -- 0.7 --
Low 23.9 3.0 44.8 5.2 1.5 3.7 
Neutral 46.3 32.1 28.3 24.7 17.9 38.1 
High 22.4 59.7 3.0 53.0 46.3 51.5 
Very High 3.7 4.5 -- 16.4 30.7 0.7 
Extremely High - 0.7 -- 0.7 2.2 " 
~ 1 0 0 % r00% 100% 100% 100% 麵 一 
Upward Communicatioii，Organizational Commimication and Timeliness of 
Information perceived by Outreaching Social Workers 
A modified version of selected parts extracted from Goldhaber's 
JntPrnational Cnmmunication Audit Questionnaire was used to measure the 
prevailing levels of perception about upward communication, organizational 
communication and timeliness of information. The variable of upward 
communication is divided into two dimensions, namely receiving information from 
and sending information to the immediate supervisor. 
The distribution of scores in the dimensions of upward communication, 
organizational communication relationship and timeliness of information was 
calculated. This was done by summing up the total scores from different items in 
each variable, and then dividing the total by the number of items, yielding an 
average score for each dimension of organization communication. The percentage 
distributions of respondents' satisfaction with these different dimensions of 
organizational communication are shown in Table 6.2. 
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Table 6.2 Percentage Distribution of Respondents' Satisfaction with Different 
Dimensions of Organizational Communication. (N=134) 
Level of Receiving Sending Otganizational Timeliness of 
Satisfaction Information Infonnatioa Coinmunicatioii Monnation (%) 
(%) (%) Relation (%) 
Extremely 
Dissatisfied 0.7 0.7 “ “ 
Very Dissatisfied 3.0 0.7 0.7 2.2 
Dissatisfied 3.0 10.5 2.2 9.1 
Not Sure . 35.9 17.9 16.5 35.8 
Satisfied 50.0 41.8 34.4 39.7 
Very Satisfied 6.7 27.7 42.5 11.9 
Extremely Satisfied 0.7 0.7 3.7 0.7 
I w T " 娜 麵 麵 
As shown in Table 6.2，most of the workers were satisfied (either satisfied, 
very satisfied or extremely satisfied) with the different dimensions of upward 
communication: upward communication (receiving information) (57.4%), upward 
communication (sending information) (70.1%), organizational communication 
relationship (80.5%) and timeliness of information (52.2%). The best perceived 
dimension is the organizational communication relationship in which only about 
three percent of the respondents showed some dissatisfaction. The dimension with 
the most dissatisfaction appears to be the timeliness of information in which about 
12 percent of the respondents are very dissatisfied. 
In general, these findings show that social workers are satisfied with the 
different dimensions of upward communication. They are most satisfied with the 
communication relationship within the teams, while they are most dissatisfied with 
the timeliness of information sent to them. 
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In other words, a minority of the social workers are dissatisfied with the fact 
that information is not sent to them in a timely manner, although they are satisfied 
with the communication relationship within the teams and receiving relevant 
information for work from their immediate supervisors. 
The Influence of Upward Communication on Job Satisfaction 
Based on the conceptual framework of the present study, the four dimensions 
focusing on organizational communication, namely, upward communication 
(receiving information), upward communication (sending information), 
organizational communication relationship and timeliness of information, are 
considered to influence the level of job satisfaction among outreaching social 
workers in Hong Kong. As stated in HI- H3, it is expected that respondents who 
are more satisfied with communication with their superior (upward communication, 
both sending and receiving), their communication relationships within the 
organization, and the timeliness of information sent to them, should also have 
higher levels of job satisfaction. 
To test the relationships between the different dimensions of organizational 
communication and job satisfaction, bivariate correlational analyses and multiple 
regression analyses are employed. 
As shown in Table 6.3, the correlational analysis indicates that all 
dimensions of upward communication are correlated with the overall level of job 
satisfaction (for receiving information, sending information, organizational 
communication relationship and timeliness of information, corr. coeff. = .46, .47, 
.37，and .52 respectively atp < .001). However, when the different dimensions of 




The satisfaction with receiving information from supervisor correlates with 
the dimensions of promotion opportunity (corr. coeff. 二 .28，p < .001), supervisor 
(corr. coeff. = .53, p < .001) and co-worker (corr. coeff. = .30，p < .001). 
The satisfaction with sending information to supervisor is correlated 
significantly with the satisfaction with supervisor (corr. coeff. = .51，p < .001) 
and co-worker (corr. coeff. = .31, p < .001). It is also correlated to the dimension 
of satisfaction with work content (corr. coeff. 二 .42，p < .001). 
Similarly, the dimension of organizational communication relationship is 
also significantly correlated to satisfaction with work content (corr. coeff. = .20, p 
< .001), satisfaction with supervisor (corr. coeff. 二 .34，p < .001), and 
satisfaction with co-worker (corr. coeff. = .22, p < .001). 
The dimension of timeliness of information, on the other hand, is found 
statistically significant when correlated with the dimensions of satisfaction with pay 
(corr. coeff. = .02, p < .01), work content (corr. coeff. = .36, p < .001), 
supervisor (corr. coeff. = .58, p < .001), and co-worker (corr. coeff. 二 .41，p < 
.001). 
In summary, all the independent variables, namely the perceived satisfaction 
with receiving information from immediate supervisor, the perceived satisfaction 
with sending information to immediate supervisor, organizational communication 
relationship, and timeliness of information, are found to be significantly and 
positively correlated to the overall level of job satisfaction. All four independent 
variables are also found to be significantly and positively correlated with satisfaction 
with the job dimensions of supervisor and coworker. The dimension of satisfaction 
with promotion opportunity has the only significant positive correlation with the 
perceived satisfaction with receiving information from immediate supervisor, while 
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the dimension of satisfaction with work content has significant positive correlation 
with all the independent variables except with the perceived satisfaction with 
receiving information. The positive correlation found here imply that the said 
independent variables do have relations with the said dependent variables, although 
the strength of these relations are not told simply from these correlation. In other 
words, the higher perceived satisfaction with sending information to and receiving 
information from immediate supervisors, and the better relationship within 
organizations as well as timely flow of information to subordinates would all lead to 
higher level of job satisfaction among the subordinates. 
In addition to the bivariate correlation analysis of the relationship between 
the dimensions of upward communication and job satisfaction, the control variables 
in this study are also analyzed to check for possible associations with the dimensions 
of job satisfaction. As shown in Table 6.3，only the variable gender appears to be a 
significant factor influencing the overall level of job satisfaction of the respondents 
(corr. c o e f f � = .22，p < .01). All the other control variables, namely age, rank, 
length of service in team, length of service in outreaching service, length of service 
in social work, self-perceived competence and supervisory structure, are not 
statistically correlated with any dimension of job satisfaction when tested 
individually. 
The findings from this analysis reveal that the four dimensions of 
organizational communication all have positive correlation with the overall job 
satisfaction level when tested individually. On the other hand, most of them do not 
have any correlation with the dimensions of pay and promotion opportunity in job 
satisfaction. This might be explained by the fact that the pay and promotion system 
of social welfare services is determined by standards of salary and service provision 
of the government. Thus satisfaction with the pay received by individuals or how 
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Table 6.3 Bivariate Correlation between dimensions of Organizational 
Communication and Job Satisfaction. 
SATKFACTWw他 Pay Woifc Promotion Supenrisor Cowoiker Overall Job 
Receiving mfonnatioa .048 .171 -280- . 知 . 3 � 2 " .462" 
Sending Information -.015 .420** .150 .512** .318** .478*傘 
Organizational 
Communication .024 .204- .109 . 342** .225* .377** 
Relationship 
Timeliness of Infonnation .023* .361** .067 .586** .415** .520** 
Gender (Male=l. ^ ^ ‘ .076 .225拿 
female=2) 
Age -.142 .220 -.075 .089 .048 .004 
R ^ .099 -.146 -.022 -.098 -.089 -.122 
Length in Team -161 .332 -.183 .106 .117 .068 
Length in Sexvice -248 .301 -.185 .127 .108 .048 
Length in Field -217 -266 -.177 .106 .122 .021 
Competence -097 .068 -.157 -156 -.016 -.078 
Structure -008 .174 -027 .043 .168 
No. of Cases = 134 1-tailed Signif: • < .01 < .001 
The Association between Organizational Communication and Job Satisfaction: 
A Multiple Regression Analysis 
The multiple regression analysis is done in two steps. The first step simply 
measures the individual effects of the different dimensions of upward 
communication on different dimensions of job satisfaction. The second step 
indicates the individual effects of the different dimensions of upward 
communication on different dimensions of job satisfaction, while controlling for the 
-Page 65 -
potential effects of gender, age, rank, length of service in the team, length of 
service in outreaching service, length of service in social work, self-perceived 
competence in work, and the supervisory structure of the team. Since the total 
number of respondents amounts to only 134，and thus represent a relatively small 
sample for using multiple regression as the tool for analysis, the significance level 
of p< 0.1 is accepted as the cutting point for data analysis when considering the 
relationship between the dependent and independent variables. Table 6.4 represents 
the results of this analysis. 
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Table 6.4 Effects of Upward Communication, Organizational Communication 
Relationship, and Timeliness of Information on Level of Job Satisfaction Among 
Outreaching Social Workers in Hong Kong (standardized regression coefficients) 
Dtaedsi^^ii^Upwarf SATISFACnK)N SATTSFACTKW SATISFACTION SATISFACTION SATISFACnON OVERALL 細 | 
Coa^amicatioo WITH PAY WITH WORK WTIH 譲 WTItt SATISFACTION 
PROMOTION SUPERVISOR COWORKER 
Test I 
» __ 21* 
Receiving Information " • ” “ 
Sending Information ~ .23 “ “ 
n • “ I 22' - .33'" . 3 0 . 3 5 -Organizational ~ 
Communication Relationship 
Timeliness of Information : : — 
^ .212 .079 .533 .176 .388 
P .308 8.725 2.773 36.766 6.899 20.447 
Sign, of F .872 .000 -030 -000 -000 厕 I 
Testn 
(with control variables) 
豹 ® 3 6 * " -- .22* 
Receiving Information " " 
Sending Monnation “ -27 -- ” 
A . • , 21* - .51•” .34" .4(r 
Organizational ~ .石丄 
Communication Relationship 
Timeliness of Infonnation -- “ ” “ 
Gender (male=l,female=2) .16® " " .14* 16® 20 
. . - -- -- --
Age “ 
Rank .20* " -- -- “ “ 
Length in Team " •幻 
Length in Scrvicc --50* " " “ “ 
Length in Field - “ “ “ “ 22** — “ — ~ Competence ” -““ 
Smicturc H - I 
, “ .155 .355 .172 .579 .234 .457 
p 1.862 5.571 2.103 13.903 3.089 8.506 
Sign o f F J M 6 ^ m ~ 
Change 篇 .143 .093 1 _ £ £ _ S _ _ ± 2 = 
« = p<0.1 
• = p<0.05 
“=pCO.Ol 
=p< 0.001 
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The influence of the dimensions of organizational communication on the 
different dimensions of job satisfaction is discussed below: 
Satisfaction with Supervisor: Among the different dimensions of job 
satisfaction, the most significant relationship was found in the dimension measuring 
job satisfaction related to the supervisor. A higher level of satisfaction with 
receiving information from the immediate supervisor (upward communication -
receiving) and a good relationship within the team (organizational communication 
relationship) both have a strong positive influence on respondents' levels of 
satisfaction with the supervisor (beta = .36, p < .001 and beta =.51，p< .001 
respectively). In addition, gender acts as a significant specification variable (beta = 
• 14，p < .05). That is to say, female social workers tend to be more satisfied with 
their supervisors than male social workers. In other words, the association shows 
that female social workers are relatively more satisfied with their job. Their level of 
job satisfaction is prone to be positively influenced by improvement in 
organizational communication relationship and receiving information from their 
immediate supervisors. 
To check whether the influence of gender on job satisfaction is due to the 
difference in group means between male and female, a T-test for the equality of 
means is operated on the characteristics of the respondents including the rank, the 
length of service in the field of Outreaching Social Work Service, the respondents' 
present position in team, the supervisory structure of the team and the self-perceived 
competence of the respondents. The group means and the significance of unequal 
means are listed in Table 6.5 below. 
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Table 6.5 T-Test for Equality of Means between Male and Female Groups 
Variables Mean Difference 
in Mean 
Male Female 
Rank 2.00 1.90 0.01 
Months of Service in field 50.62 31.74 18.88* 
Position 1.86 -0.0” 
„ 2 Q2 2.52 0.40* Stmcture 
_ S 10 4.74 0.36* Competence 工川 ' 
Upward Communication - receive information 4.56 4.50 0.06 
Upward Communication - send information 4.73 4.74 -0.01 
Organizational communication relationship 5.31 5.13 0.18 
Timeliness of infonnatioa ‘ 3 4 4.39 秘 
Satisfaction with work 4.83 4.82 0.01 
x oi 4 14 -0.33* 
Satisfaction with pay ^ 
Satisfaction with promotion opportunity 2.92 3.09 -0.17 
Satisfaction with supervisor 4.73 4.86 -0.13 
Satisfaction with co-woricer 5.03 5.18 -0.15 
O v e r a U Job Satisfaction ‘ 4 4 -0.41® | 
@=p<0.1 *=p<0.05 
As shown in Table 6.5，there are significant differences in means between 
the male and female groups in terms of the length of service in Outreaching Social 
Work Field, team supervisory structure, and self-perceived competence in work. 
The male group has served longer than the female group for eighteen months on 
average. More male workers are taking up the posts of team leader than female 
workers. More male workers than female workers are serving in teams with 
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supervisory structures of multiple lines of authority. The male workers also 
reported slightly higher level of self-perceived competence in work. From this 
analysis, the characteristics of the male and female groups have some slight 
difference in the said factors. Hence, the difference in gender leading to the 
difference in overall job satisfaction might partly be a result of the difference in 
characteristics of the two groups in these areas. 
Satisfaction with Pav: None of the dimensions in upward communication is 
found to influence the respondents' satisfaction with pay. This might be accounted 
for by the fact that social workers are under a unique pay system which means there 
is no variation of salary received by individual workers except with their difference 
in seniority giving rise to variation in the total number of increments in salary. 
More important factors influencing this dimension of job satisfaction are found to be 
gender (beta = .16, p < .1), rank (beta 二 .20，p < .05), and length of service in 
Outreaching Social Work Service (beta == -.50，p < .05). This implies that female 
social workers at higher ranks tend to be more satisfied with the pay at work, while 
those having served a longer period of time in outreaching field would be more 
dissatisfied with the pay of the job. It is remarkable that workers of higher rank tend 
to be more satisfied with the pay, whereas the longer the workers have served in the 
same team, the more they are dissatisfied with their pay. This might be explained by 
the fact that, according to the ranking system of social welfare, those lower in rank 
(Social Work Assistants and Senior Social Work Assistants) have no direct 
opportunity of promotion to higher ranks (Assistant Social Work Officers or above)， 
and have to stay in the same post for relatively longer periods. The salary of 
workers of lower rank is lower than those of higher rank (Assistant Social Work 
Officer) who are performing similar duties in the teams, giving rise to 
dissatisfaction with their pay after working for a longer period in the field. 
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According to the T-test for equality of means between the male and female 
groups, the female group consists of social workers having served in the field for 
shorter periods (18 months less than male workers). Consistent with the regression 
analysis, this further explains why female workers are more satisfied with pay -
because they have served comparatively shorter periods in the field. 
Satisfaction with Work: In the dimension of job satisfaction with work 
content, the perceived satisfaction with sending information to an immediate 
supervisor is found to influence significantly the satisfaction with work (beta = .27, 
p < .05) and the organizational communication relationship (beta = .21，p < .05). 
Length of service in the team (beta = .25, p < .05) and self-perceived competence 
at work (beta 二 .22，p < .01) also influence the level of satisfaction with work 
content. This relationship implies that those social workers who are more satisfied 
with their relationship with colleagues and supervisor and the sending of 
information to their immediate supervisors, also tend to be more satisfied with their 
work content. Furthermore, those workers who have worked longer in the field 
and/or who feel more competent at work have a higher level of satisfaction with 
work content. This finding implies quite strongly that in order to improve job 
satisfaction of workers, more attention has to be paid to the relationship among the 
staff of the organization and the flow of information from subordinates to 
supervisor. It would still be more helpful if more emphasis were placed on those 
who are more senior in the team and appear to be more competent at work. In order 
to best utilize the expertise of these senior and competent workers, specific 
communication channels to invite their views, e.g.，think tanks or consultation 
sessions, might be advisable. 
with Prnmntion Opportunity： Promotion opportunity was found 
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to be the area with most dissatisfaction among the social workers. Here, the 
perceived satisfaction of receiving information from immediate supervisor 
influences the level of satisfaction with promotion opportunities positively (beta = 
.31，p < .05)，while none of the control variables has any influence on this 
relationship. Such a relationship indicates that those who are more satisfied with 
receiving information from their immediate supervisors are also more satisfied with 
their promotion opportunity. However, since no direct promotion from the post of 
Social Work Assistant to the post of Assistant Social Work Officer is possible and 
the actual manning ratio for Outreaching Social Work teams is one service 
supervisor to 30 social workers, it is relatively difficult for social workers to be 
promoted. Without the opportunity for being promoted, those who are more 
satisfied with receiving information from their immediate supervisors still feel more 
satisfied with their promotion opportunity. Such a feeling might just be a matter of 
perception. The question of whether those who are more satisfied with receiving 
information from immediate supervisors tend to anticipate better promotion 
opportunity, is left for further studies. However, finding of this study suggests that 
a better flow of information from supervisor to subordinate has a positive impact on 
the subordinate's perception about his/her own chance of promotion. 
Satisfaction with Co-Workers: The perceived satisfaction with organizational 
communication relationship positively influences the level of satisfaction with co-
workers (beta = .30, p < .001). This association indicates the need for a better 
organizational communication relationship within the teams in order to boost job 
satisfaction. 
Taking the control variables into consideration, female social workers are 
also found to have higher level of satisfaction with co-workers (beta = .16，p < 
• 10). This association indicates the need for considering the factor of gender when 
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developing intra-organizational communication strategies to improve organizational 
communication relationship. 
Overall Job Satisfaction: The overall satisfaction with receiving information 
from the immediate supervisor is found to positively influence the overall job 
satisfaction (beta = .21, p < .05). Similarly, organizational communication 
relationship influences the overall job satisfaction significantly (beta = .35，p < 
.001). In addition, gender has a significant influence on overall job satisfaction 
(beta = .20’ p < .01). 
This shows that among the different dimensions of upward communication, 
the communication relationship within the organization and the perceived 
satisfaction with receiving information from immediate supervisors are the two most 
prominent variables influencing the overall job satisfaction. This is especially true 




Summary and Conclusion 
Summary of Major Findings 
Various aspects about upward communication, namely upward 
communication (receiving information), upward communication (sending 
information), organizational communication relationship and timeliness of 
information, were measured using a revised version of the International 
Cnmmunication Audit Survey. Generally speaking, the satisfaction with upward 
communication among social workers is high (between 50% and 80% depending on 
variable used.) 
Smith's and Kendall's (1969) uni-dimensional model of job satisfaction has 
been adopted for measuring the perceived level of job satisfaction of outreaching 
social workers. On the whole, the respondents indicated a fairly high level of 
overall job satisfaction. It was interesting to locate variations in the scores among 
different dimensions of job satisfaction. The dimensions creating the most 
satisfaction are work content, supervisor and co-workers, while the dimension with 
the least satisfaction was promotion opportunity. The workers show no clear 
indication about their satisfaction with pay，In summary, the workers are more 
satisfied in areas with more human factors, as higher score of satisfaction is 
recorded in areas involving more human relations such as satisfaction with 
supervisor and satisfaction with co-worker. 
The hypothesis that the perceived satisfaction with upward organization 
communication positively influences the level of job satisfaction for subordinates is 
confirmed in this study. Upward communication is found to have a strong influence 
on the dimensions of satisfaction with work content, supervisor and co-workers. 
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The hypothesis that better communication relationships within Outreaching 
Social Work teams will enhance higher level of job satisfaction among social 
workers is also confirmed. The independent variable "organizational communication 
relationship" has the strongest association with the dimension of work, supervisor 
and co-worker, and the overall scale of job satisfaction. Among the dimensions of 
organizational communication, it also has the greatest influence on the overall job 
satisfaction. In other words, the organizational communication relationship can be 
regarded as the strongest predictor among the independent variables influencing job 
satisfaction. 
The hypothesis that the timeliness of information would positively influence 
the level of job satisfaction among social workers is also supported by the findings 
of the bivariate correlation test. However, from the findings of the multiple 
regression analysis, in which the influence of other independent variables and 
control variables are also assessed, timeliness of information does not significantly 
influence the level of job satisfaction. This means that although the timeliness of 
information to subordinates is found to be correlated with the level of job 
satisfaction，its influence is minimal when analyzed together with the other 
independent variables, namely receiving information from supervisors, sending 
information to supervisors, and the organizational communication relationship 
within the teams. 
Apart from the major independent variables, some control variables, namely 
gender, rank, length of service in team and outreaching service, as well as the 
perceived competence at work, also have some effect on job satisfaction. Most 
remarkably, being female positively influences the level of satisfaction with pay, 
supervisor and co-worker, and the overall job satisfaction. 
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Conclusion 
This study is an attempt to explore the relationships of dimensions of 
organizational communication, namely perceived satisfaction with receiving 
information from immediate supervisor, perceived satisfaction with sending 
information to immediate supervisor, organizational communication relationship and 
timeliness of information with job satisfaction. Practical implications arising from 
the findings of this study may contribute to help service supervisors and team 
leaders in developing management practices and effective organizational 
communication behaviour. 
The findings from this study support the existence of a positive influence of 
upward communication and organizational communication relationship on job 
satisfaction, indicating the importance of cultivating satisfactory relationships and 
effective mechanisms for upward communication in Outreaching Social Work teams 
as a contributory factor enhancing job satisfaction. 
It is also suggested by this study that in order to further improve the upward 
communication within the teams, more emphasis should be placed on sending 
information relevant to social workers in a timely manner. 
The findings reveal that social workers who are more satisfied with their 
relationship with colleagues and supervisor and the sending of information to their 
immediate supervisors, also tend to be more satisfied with their work content. 
Furthermore, those who have worker longer in the field and/or who feel more 
competent at work have a higher level of satisfaction with the work content. This 
implies that in order to improve job satisfaction, more attention has to be paid to the 
relationship among the staff of the organization and the flow of information from 
subordinates to supervisor. To deal with those who have been serving for longer 
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period in the field, but who are more dissatisfied than others in their job, it would 
be helpful to improve the upward communication between supervisor and 
subordinates. In order to best utilize the expertise of these senior and competent 
workers, specific communication channels to invite their views, for example, think 
tanks or consultation sessions, might be advisable. 
Also, as the organizational communication relationship among social 
workers positively influences their satisfaction with co-workers, more team building 
exercises, which aim at improving the interpersonal relationship between the team 
members, are desirable. 
The social workers in this study are very diverse in their satisfaction with 
their pay. A remarkable influence on satisfaction with pay comes from gender，rank 
and length of service. It is worth noting here that this research shows that the longer 
the workers are in the field, the more they are dissatisfied with the pay. Given these 
limitations in creating tangible rewards for staff who have served for relatively long 
periods in the team (and who might be in low ranking posts), it might be advisable 
to consider developing other forms of reward for these staff, e.g., further 
study/training opportunities, or putting them in better position of communication 
within the teams. In fact, such a strategy is also suggested by the positive influence 
of the perceived satisfaction with receiving information from immediate supervisor 
on the level of satisfaction with anticipated promotion opportunity. Here, workers 
who are more satisfied with receiving information from their immediate supervisors 
are also more satisfied with their perceived promotion opportunity. By putting these 
workers in a better position to receive information from their immediate 
supervisors, workers might hold better perceptions about their promotion 
opportunity, which in turn might enhance overall job satisfaction. 
However, although the perceptions about the workers' own promotion 
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opportunity could be enhanced as stated, promotion in itself is not a matter of 
perception, but is actually a consequence of various structured constraints within the 
organization. Thus, in the long run, the key concern is not merely to improve 
organization communication, but also to improve the actual promotion opportunity 
for these social workers. This study also revealed that social workers are generally 
dissatisfied with their limited promotion opportunity. Such a phenomenon might 
require serious consideration when formulating future policies in manpower 
provision. 
As mentioned, the perceived satisfaction with receiving information from the 
immediate supervisor and the organizational communication relationship is found to 
positively influence the overall job satisfaction while female workers tend to have a 
higher level of overall job satisfaction. These findings imply that in order to 
improve the overall job satisfaction with Outreaching Social Work Service, more 
attention has to be paid to the effective channeling of information from the 
supervisor to the subordinates, and to building up satisfactory communication 
relationship among the staff within the teams. It is thus an important agenda for the 
managers of the teams to build up effective mechanisms in sending information to 
the subordinates, and individual or group activities for enhancing mutual 
communication relationships. Specifically, regular and open contacts with social 
workers in situations such as supervision, staff development programmes or task 
groups for discussion of operation tactics or policies, as well as team building 
exercises such as programmes for developing human relations or team retreats, 
might be advisable. To take advantage of the fact that female workers are more 
satisfied in their job, it might also be an effective measure to improve job 
satisfaction with the teams by creating more collaborative opportunities among male 
and female workers, like sharing field work at the same working spot, or working 
together on district projects. 
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On the whole, the factor of organizational communication relationship has 
cast the strongest influence on overall job satisfaction and the various other 
dimensions. It is thus considered beneficial as a management strategy, to develop 
supportive relationships among team members and between supervisor and 
subordinates. This objective might be obtained by arranging more staff training 
programmes and team building exercises towards this goal, especially on human 
relations; and also by developing in the long run an open and effective 
communication pattern within the team. 
In conclusion, it would be advisable for supervisors and team leaders of 
Outreaching Social Work teams to put more emphasis on developing an open, 
supportive, participative and affiliating communication pattern within the teams, in 
order to enhance staff morale and job satisfaction, which is believed to contribute to 
a more stable and effective work force. 
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limitations of the Study 
The present study is an exploratory attempt to assess the relationship 
between organizational communication and job satisfaction. The strong correlation 
found between some of the variables do support the strength of these associations. 
However, such findings explain only partly the variance of the variables, and the 
unexplained proportion about the variables under this study is left for clarification in 
future studies. This research, in essence, discloses and describes the occurrence of 
relationships among relevant variables, yielding supportive data about the pre-set 
hypothesis. 
The sample in this study, although representative of outreaching social 
workers in Hong Kong, only analyzes a particular group of staff in social welfare 
services. Thus, the findings cannot be generalized to the entire population of social 
services or all social welfare organizations in Hong Kong. 
Due to resource and time limitations, only a few dimensions about 
organization communication could be measured. Consequently, the present study 
has not considered other plausible intervening variables in organizational 
communication, such as organizational outcomes or channels of communications. 
Finally, as common in ICA surveys, longitudinal studies of organizational 
communication are more beneficial for understanding the communication pattern of 
organizations that are constantly changing. Thus, this study serves as a measurement 
of Outreaching Social Work Service in Hong Kong only at one particular point of 
time. Surveillance efforts to see the change of communication pattern between 
supervisor and subordinates would require periodical studies in the field. 
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Flat 1704, Block R, 
Amoy Garden, 
Ngau Tau Kok Road, 
Kowloon. 
March 20, 1994 
OUTREACHING SOCIAL WORKERS 
C/0 Children & Youth Division 
The Hong Kong Council of Social Service 
11-13/F, 15 Hermessy Road, 
Wanchai, Hong Kong. 
Dear sir/madam. 
Re: Study on the relationship between • 
fiiipg^rvisor-subordinate Communication & Job Satisfaction 
As a student of Master of Philosophy in Communication at 
the Chinese University of Hong Kong, I am preparing a thesis 
for submission in partial fulfillment of the requirements of 
the M. Phil.(Comm.) degree. In this respect,工 wish to seek 
your kind support in collecting the data necessary for 
writing up my thesis. 
The purpose of my study is to explore the relationship 
between supervisor-subordinate communication and job 
satisfaction with Outreaching Social Work Teams in Hong Kong. 
It is hoped that the present study could shed light on the 
factors of effective intra-organizational communication 
leading to high job satisfaction, which in turn acts as a 
preventive measure to undesirable consequences at work, such 
as absenteeism and high turnover rate.工 believe such finding 
could contribute to a better understanding for management and 
supervision of outreaching social work service. 
I thus wish to appeal for your kind cooperation to fill 
in the enclosed questionnaire and return it to me with the 
stamped envelope on or before March 28, 1994. 
Please note that all the data collected in this survey 
will be kept strictly confidential, and findings will only be 
used for academic analysis. Should you require clarifications 
on the matter, please feel free to contact the undersigned at 
tel. (0)864-2961, (H)795-9199 or fax 795-5414. 
With best regards. 
Yours sincerely, 
Fung Cheung Tim 
C.C. Miss Lo Lai King' 
Secretary, CCOSW 




A Study on 








A Study on the influence of Supervisor-subordinate 
Communication on Job Satisfaction with Outreaching Social 
Work Service 
Firstly, thank you for your support in the data 
collection process. I would like to reassure that the 
data collected will be kept confidential. The findings of 
this study will only be used for academic analysis. 
Please fill in the questions as indicated and return to 
me on or before March 28, 1994. 
Section One Personal Characteristics 
& Supervisory Structure 
1.1 Sex： Male Female 
1 2 Age： 
1!3 Rank of post being held： SWA _ SSWA ASWO 
1.4 Length of service in the team you are serving： 
year (s) months 
1.5 Length of service in outreaching social work 
service(including this post)： 
years (s) months . 
1.6 Length of service in Social Work Field(including 
this post) ： year(s) months 1 7 Your present position is： Team Leader ‘ Team Member 
(Social Worker) 




1 9 Please indicate your level of competence in your 
• work according to the 7-points scale, where "1" 
stands for "Extremely Incompetent" (EI) and "7" 
stands for "Extremely Competent" (EC). If you are 
not certain of your own level of competence, circle 
"4". 
(EI) 1 2 3 4 5 6 7 (EC) 
1.10 The supervisory structure in your team is： 
All Team Members(including Team Leader) 
supervised by Service Supervisor 
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Team Leader supervised by Service 
Supervisor, while Team Leader supervises 
all the other Team Members 
Team Leader and Service Supervisor each 
supervises some Team Members 
Service Supervisor supervises Team Leader 
and Some Team Meitiber (s) , who in turn each 
supervises some of the other Team Members 
Other structures (Please 
specify) 
Section Two Upward Communication _ Receiving Information 
Please indicate your degree of satisfaction with 
RECEIVING INFORMATION from your immediate supervisor on 
the different area described in the following statements, 
according to the 7-points scale, where "1" stands for 
extremely dissatisfied (ED) and "7" stands for extremely 
satisfied (ES). If you are not sure, circle "4". 
(ED) (ES) 
2 1 How well I am doing in my job 1 2 3 4 5 6 7 
2.2 My job duties ^ ^ 3 4 5 6 7 
2.3 Organizational policies 1 2 3 4 5 6 7 
2.4 Pay and benefits 1 2 3 4 5 6 7 
2�5 How technological changes 1 2 3 4 5 6 7 
affect my job 
2.6 Mistakes and failures of my 1 2 3 4 5 6 7 
team 
2.7 How I am being judged 1 2 3 4 5 6 7 
2.8 How my job-related problems 1 2 3 4 5 6 7 
are being handled 
2.9 How organization decisions are 1 2 3 4 5 6 7 
made that affect my job 
2.10 Promotion and advancement 1 2 3 4 5 6 7 
opportunities in my agency 
2.11 Important new service or 1 2 3 4 5 
program developments in my agency 
2.12 How my job relates to the 1 2 3 4 5 6 7 
total operation of my agency 
2.13 Specific problems faced by 1 2 3 4 5 6 7 
management 
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Section Three Upward Communication -
Sending Information 
Please indicate your degree of satisfaction with 
SENDING INFORMATION to your immediate supervisor on the 
different area described in the following statements, 
according to the 7-points scale, where "1" stands for 
extremely dissatisfied (ED) and "7" stands for extremely 
satisfied (ES). If you are not sure, circle "4". 
(ED) (ES) 
3.1 Reporting what 工 am doing in my job 1 2 3 4 5 6 7 
3.2 Reporting what I think my job 1 2 3 4 5 6 7 
requires me to do 
3.3 Complaining about my job 1 2 3 4 5 6 7 
and/or working conditions 
3.4 Requesting information 1 2 3 4 5 6 7 
necessary to do my job 
3.5 Evaluating the performance of 1 2 3 4 5 6 7 
my immediate supervisor 
3.6 Asking for clearer work 1 2 3 4 5 6 7 
description/instructions 
Section Four Timeliness of Information 
Listed below are different sources of information in 
your work situation. Please indicate your level of 
satisfaction with the TIMELINESS OF INFORMATION from 
these different sources according to the 7-points scale, 
where "1" stands for Extremely Dissatisfied (ED) and "7" 
stands for Extremely Satisfied (ES). If you are not sure, 
circle "4". 
(ED) (ES) 
4.1 Subordinates (if applicable) 1 2 3 4 5 6 7 
4.2 Co-workers 1 2 3 4 5 6 7 
4.3 Immediate supervisor 1 2 3 4 5 二 
4 4 Top management/Director 1 2 3 4 5 6 7 
4.5 "Grapevine"(小道消息） 1 2 3 4 5 S 7 
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Section Five Organization Communication 
The following statements describe the different 
aspects of organizational communication relationship 
within your outreaching social work team. Please indicate 
your degree of agreeing to these statements according to 
the 7-points scale, where "1" stands for Strongly 
Disagree (SD) and "7" stands for Strongly Agree (SA) . If 
you are not sure, circle "4". 
(SD) (SA) 
5.1 工 trust my co-workers. 1 2 3 4 5 6 7 
5.2 My co-workers get along with each other. 1 2 3 4 5 6 7 
5.3 My relationship with my co-workers is 1 2 3 4 5 6 7 
satisfying. 
5.4 I trust my immediate supervisor. 1 2 3 4 5 6 7 
5.5 My immediate supervisor is honest with me. 1 2 3 4 5 6 7 
5.6 My immediate supervisor listens to me. 1 2 3 4 5 6 7 
5*7 I am free to disagree with my immediate 1 2 3 4 5 6 7 
supervisor. 
5 .8 工 can tell my immediate supervisor when 1 2 3 4 5 6 7 
things are going wrong. 
5.9 My immediate supervisor praises me for 1 2 3 4 5 6 7 
a good job. 
5.10 My immediate supervisor is friendly with 1 2 3 4 5 6 l 
his/her subordinates. 
5.11 My immediate supervisor understands my 1 2 3 4 5 6 7 
job needs. 
5.12 My relationship with my immediate 1 2 3 4 5 6 7 
supervisor is satisfying. 
5 . 1 3 My team encourages differences of 1 2 3 4 5 6 7 
opinion. 
5.14 工 have a say in decisions that 1 2 3 4 5 6 7 
affect my job. 
5.15 I influence operations in my team. 1 2 3 4 5 6 7 
5.16 工 have a part in accomplishing 1 2 3 4 5 6 7 
my team's goal. 
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Section Six Job Satisfaction 
6.1 Listed below are words and phrases which are 
affective description on your CURRENT PAY. Please circle 
the number for each phrase to indicate your level of 
agreeing to the items at the 7-point scales. "1" means 
Strongly Disagree (SD) while "7" means Strongly Agree 
(SA). If you are not sure, circle "4". 
(SD) (SA) 
Adequate for my needs 1 2 3 4 5 6 7 
Less than I deserve 1 2 3 4 5 6 7 � 1 2 3 4 5 6 7 Stable , „ 
insecure ^ ^  3 4 5 6 7 
Highly paid ^ ^  3 4 5 6 7 
Underpaid for what I do 1 2 3 4 5 6 7 
Fairly satisfactory 1 2 3 4 5 6 7 
Poor fringe benefits 1 2 3 4 5 6 7 
Lower than other professionals of similar 1 2 3 4 5 6 7 
qualifications and seniority 
More than expected 1 2 3 4 5 6 7 
Unreasonable 1 2 3 4 5 6 7 
6 2 Listed below are words and phrases which are 
affective description on your CURRENT WORK. Please circle 
the number for each phrase to indicate your level of 
agreeing to the items at the 7-point scales. "1" means 
Strongly Disagree (SD) while "7" means Strongly Agree 
(SA). If you are not sure, circle "4". 
(SD) (SA) 
. ^ . ^  1 2 3 4 5 6 7 Fascinating 1 2 3 4 5 6 7 
f u t i ， . 1 2 3 4 5 6 7 
诚 i s f y i n g 12 3 4 5 6 7 
， ， . 1 2 3 4 5 6 7 
f 二 1 2 3 4 5 6 7 
丨 - - -
Significant 丨 � 3 丨 5 6 7 
Ple=s，nt 1 2 3 4 5 6 7 
useful 1 2 3 4 5 6 7 
T 亡 1 2 3 4 5 6 7 Challenging 1 2 3 4 5 6 7 
Autonomous ^ _ . . c 
1 2 3 4 b b / Frustrating 1 2 3 4 5 6 7 Gives sense of accomplishment 丄 z 
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6.3 Listed below are words and phrases which are 
affective description on your CURRENT PROMOTION 
OPPORTUNITIES. Please circle the number for each phrase 
to indicate your level of agreeing to the items at the 7-
point scales. "1" means Strongly Disagree (SD) while "7" 
means Strongly Agree (SA). If you are not sure, circle 
"4". 
(SD) (SA) 
Good opportunity for career advancement 1 2 3 4 5 6 7 
Prospects somewhat limited 1 2 3 4 5 6 7 � 1 2 3 4 5 6 7 Dead-end ]ob i 9 w 6 7 Good chance for promotion 
Unfair promotion policy ^ ^ I ^ 5 e 7 
Infrequent promotion ^ 2 3 4 5 6 7 
Regular promotion ^ . . . . . ^ 
Too much favouritism and prejudice i 2 j ft d c 
Difficult to be promoted 1 2 3 4 5 6 7 
6 4 Listed below are words and phrases which are 
affective description on your CURRENT IMMEDIATE 
SUPERVISOR. Please circle the number for each phrase to 
indicate your level of agreeing to the items at the 7-
point scales. "1" means Strongly Disagree (SD) while ”7" 
means Strongly Agree (SA) • If you are not sure, circle 
"4" • 
(SD) (SA) 
. … . 1 2 3 4 5 6 7 Stimulating 1 2 3 4 5 6 7 
Hard to meet 1 2 3 4 5 6 7 
1 2 3 4 5 6 7 impolite 1 2 3 4 5 6 7 Praises good work … … c r i 
- 1 z J 4 o o / 
二 to please 1 2 3 4 5 6 7 
influential 1 2 3 4 5 6 7 
Bad-tempered 1 2 3 4 5 6 7 
Up-to-date 1 2 3 4 5 6 7 
Doesn't supervise enough 2 3 4 5 6 7 
Tells me where 工 stand + … … … „ ^^ 1 2 3 4 5 6 7 Stubborn 1 2 3 4 5 6 7 Knows ]ob well 1 2 3 4 5 6 7 
脑 。 二 ng 1 2 3 4 5 6 7 
intelligent 1 2 3 4 5 6 7 
Lazy 
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6 5 Listed below are words and phrases which are 
affective description on your CURRENT CO-WORKERS 
Please circle the nutnber for each phrase to indicate 
your level of agreeing to the items at the 7-point 
scales. "1" means Strongly Disagree (SD) while "7" 
means Strongly Agree (SA) . If you are not sure, 
circle "4". 
(SD) (SA) 
Stimulating 丨 \ \ ： ^  ； 
r ^ g … 1 2 3 4 5 6 7 Hardworking 1 2 3 4 5 6 7 
她 ； ； 二 lous 1 2 3 4 5 6 7 Stubborn ^ f： 7 
Work well as a group t t . Z I n ,.^ 1 2 3 4 5 6 7 Impolite 1 o u R fi 7 
intelligent ^ \ \ : 5 6 7 
Energetic 1 2 3 4 5 6 7 
irresponsible 1 2 3 4 5 6 7 
supportive 1 2 3 4 5 6 7 
� y 1 2 3 4 5 6 7 
AC 了 e 1 2 3 4 5 6 7 
unpleasant 1 2 3 4 5 6 7 
1 2 3 4 5 6 7 
, 1 2 3 4 5 6 7 Hard to meet 
-THE END -
THANK YOU FOR YOUR COOPERATION! 
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